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INSTRUCTIONAL DEVELOPMENT AGENCIES
IN HIGHER EDUCATION

INTRODUCTION

During the past several years, in response to increasingly widespread
dissatisfaction with the quality of undergraduate education, several colleges
and universities have ereated a unigue kind of agency whose function is 10
assist vollege faculty to improve their instruction. These agencies may vary in
the scope of their activities from one institution to another, but they all have
one goal in common: to contribute to the development of improved college
instruction. Because of this common feature, and despite their different titles,
in this report the editors refer to them colleclively as instructional
development agencies.

Instructional development agencies function as catalysts in affecting
change. Their stalfs consist mainly of behavioral scientists who work closely
with faculty members. They assist faculty in analyzing and solving in:
structional problems. They help faculty apply principles of learning and
motivation to the planning and practice of instruction. They conduct research
studies of teaching and learning processes and help faculty to develop im-
proved iastructional procedures by applying the results of these studies. Thus,
instructional development agencies seek 10 contribute to the improvement of
undergraduate education by raising the instructional capabilities of individual
faculty members.

Several colleges and universities, both in the United States and abroad,
have expressed interest in vrganizing instructional development agencies and
are actively seeking information on how to proceed. But as yet such in-
formation exists in scattered form and is not generally available. Con-
sequently, there is a real need to provide a comprehensive description of
these agencies. To satisfy this need is one of the purposes of this book.

The second purpose is to summirize the proceedings of a conference held
at Michigan State University in May 1971, This conference was attended by
representatives of instructional development agencies from sixteen colleges
and universities throughout the United States and Canada. The conference
was organized to enable the participants to discuss mutual problems, share
experiences, and explore means for increasing the effectiveness of their
operations.

In writing this report, the editors had two audiences in mind. The first were
those faculty members and administrators who might be interested in sup-
porting the intraduction of an instructional development agency at their own
institution. For this audience the editors have prepared an appendix which
includes detailed descriptions of all the agencies represented at the con-
lerence. Each appendix paper was written by the participants in response o a
preconference questionnaire. In addition, in the second section of this report,
the editors have summarized some of the salient characteristics of all the
agencies. The summary and the appendix should provide sufficient in-
formation about the structure and operations of instructional development
agencies, ’
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The second group for wham this report was wrilten was the participants
themselves. The editors have assumed that its primary function was to
provide cues to assist the participants in recalling the actual discussions that
ensued. Consequently, in the third section of this report, the editors sum-
marized (1) the problems that were discussed, (2} the procedures that various
agencies currently employ in attacking and solving these protlems, and (3)
alternative procedures that were proposed.
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CHARACTERISTICS OF INS’I‘RUCTIONAL
DEVELOPMENT AGENCIES

This section of the report summarizes the characteristics of those in-
stractional development agencies represented at the conference. The result
will be a composite picture of activities, sources of funding, budgets, and
stafis. The unique characteristics of each apency will be described in detail in
the appeadix.

Although sixteen institutions were represented at the conference, data on
all were not available for inclusion in this report,

Activitles of Instructional Development Agencies (IDA)

[astructional development agencies seek to influence and improve college
teaching through three kinds of activities: service, research, and teaching.

Service activities include consulting with individual faculty waembers on
instructional problems. conducting faculty seminars and workshops on the
theory and practice of learning and teaching, and assisting faculty members
to vonduct instructional development projects. Research activities are
directed taward increasing basic knowledge about teaching and learning
processes and toward developing more efficient instructional programs. The
teaching function refers to courses conducted by IDA staffs for un-
dergraduate and graduate stndents, ,
“ Although most instructional deselopment agencies represented at the
conference performed all three functions, the distribution of their efforts
varjed. Table 1 shows the average proportion of time spent in cach type of
activity and the runge of time spent by all of the participating agencies.

TABLE1
AVERAGE TIME SPENT IN LD. ACTIVITIES (N= 14}

: Average Proportion of Time Range of Time
Category Spent {Percent) Spent (Percent]
Administration 9.5 ‘ 5 .20
Teaching 14.8 0-33
R&D 33,5 ' 15 - 70
Service 41.7 20 - 75

Note: Fhesenvice category includes all courses, seminars, worhshops, and consultative activities
where the target pori'ation is the college Taculty or the professional staflfs of community
institutions oubide the college: ¢ g, hospitaly, schools, urban agencies. The teaching category
refers to counes conducted by (DA ssaff members in their professional arcas of competence:
¢ prychaology of learmng, computer-aded instruction, statistics and research  design,
educat.mal media. and technology. The targer populattons in this category are undergraduate or
gradinate students.

Most of the participants judged their agency to be primarily service-
oriented, and the data in Table [ reflects this orientation. The large ranges in
the research and development and service categories are due (o the fact that
one or two agencies were distinetly oriented toward research add the
publication of scholarly papers.
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Table 1 fists specific projects conducted by instructional development
agencies. The projects are subsumed under each of the three major activity
categories. The listin Table H emphasizes the fact that most IDA projects are
derived directly from immediately evident instructional problems.

TABLE 11

TYPICAL ACTIVITIES OF FOURTELEN INSTRUCTIONAL

DEVELOPMENT AGENCIES
iNumbers in parentheses refer to number of agencies
reporting the activity.}

A, Senvice

1.

(7 T S

X

Conduct faculty workshops, seminars, institutes, and training
programs on learning, instruction, and associated topics. (8)

. Assist  depariments in analysis, planning, and design of

curricula. (7)

Assist facully to develop instructional materials. {7

Internal publications: handkooks, project reports, and notes on
instructional development topics. (N

Consult with individual faculty members. (S)

Provide test scoring and analysis services, (5)

Provide instructional TV services. (5

Administer and score standard tests (admission, placement,
ete.). (S)

Provide media equipment (store, repair, and distribute). )
Maintain reference library on instructional development topics in
higher education. hH

. Advise and assist comm.unity agencies outside university (schools,

colleges, hospitals, UNESCO, and WHO) )]

. Maintain laboratories for faculty research and development in -

instruction. 3
Provide administration with technical advisory services, re: in-
structional development. 3)

B. Research and Development

1.

2.

ol

O
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Learning system design: instructional models, materials, and
procedures. (14)

Instructional programs: underprivileged students, honors students,
foreign language students, simulation and gaming, and professional

curricula {medicine, law, and pharmacy). (19

Instructional evaluation. (8)

Training programs for faculty and teaching assistants. 5)
Individualized instruction, independent learning, computer-aided
instruction. and programmed instruction. (5

Educational tests and measurements. (4)

Impaci of college on student development; recruitment. (3
Organizational planning and governance. (2)

Cost benefit analysis of instructional systems. - (1)
Instructional applications of media. (h



C. Courses Taught

1. Instructional design and rechnology. 8)
2. Educational Psychaology. (6)
J. Statistics and rescacch design. (R)]

4. AV Media. (3)

Administrative Location

Instructionad development agencies can have most influence upon in-
struction if they are located where they can have an impact upon the largest
number of faculty members. It is not surprising. therefore, that of the four-
teen agencies represented at the conference for which data are available, nine
were located in the central adrsinistration of their university, The directors of
these agencies reported directly to the highest academic officer, the provost,
chancellor, or vice-president for academic affairs. Table 1 summarizes the
administrative location of the fourteen agencies,

TABLE I11
ADMINISTRATIVE LOCATION OF
INSTRUCTIONAL DEVELOPMENT AGENCIES (N =14)

Location Number
Central Administration of University 9
Independent Center !
Professional School (Medical or Pharmaceutical) 2
Psychology Department 1
College of Education 1

Because it was organized to provide instructional developnment services for
a group of colleges, one agency was set up as an independent center reporting
directly to the legislature.
. Two agencies were located in newly organized professional colleges within
their respective universities. In both cases, they were locuted in the central
administration of the college. In only t(wo cases were instructional
developmeant agencies located within un academic department or college.

There are several advantages to be gained from placing an instructional
development agency in an administratively central location. One has already
been mentioned, that is, to ensure a widespread impact. Another advantage is
that, in a central location, the agency activities may be directed at all-
university problems rather than at serving parochial needs. A third advantage
is that a central location makes instructional development agencies relatively
immune from budgetary incursions.

Budget and Sialf

There is o wide variation in the annual budgets of the instructional
development agencies represented at the conference. As might be expected,
budget size was directly related to staff size and consequently to the number
and variety of instructional activities that could be supported.

Table 1V summarizes the relationship between budget and staff size.

ERIC 5
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TABLE 1V

ANNUAL BUDGETS (1970-1971) AND STAFFS
OF 11 INSTRUCTIONAL DEVELOPMENT AGENCIES

Budget Prolessional Statf (FTE) Total Staff
(thousands of dollars)  Agencies Range Median Range Medlan
less than 200 S I—6 R 2—17 6
200 - 399 3 2—-27 6 5—30 27
400 — 599 2 7—9 — 3g—45 -
600 or moPe 2 10—65 — 94—95  —
No data 2

Five agencies disbursed additional funds as grants to faculty engaged in
instructional development projects. These funds are not included in the table.

The sources of funds for IDA budgets are summarized in Table V.
TABLE V

INSTRUCTIONAL DEVELOPMENT AGENCIES' SOURCES OF FUNDS
Source Number

University General Fund

Grant

Combination of General Fund and Grant
State Budget Line Item

No Data

—_ N W

Instructional development agencies are staffed by professional, technical,
and clerical personnel and by students working as research assistants. Many
professional staff members have joint appointments in academic depart-
ments. In those cases, the proportion of time of the professional assigned to
the instructional development agency was expressed in Table 1V in terms of a
full-time-equivalent faculty member (FTE).

The proportion of professional to nonprofessional personnel is determined
primarily by the activities and responsibilities of the individual instructional
development agency. For example, an agency concerned primarily with
providing consultative assistance to faculty or conducting faculty seminars
had a high proportion of professional personnel. An agency that included
among its responsibilities the operation of an audiovisual media center or the
operation of an instructional TV station had a higher proportion of technical
and clerical personnel.

Since instructional development is essentially an applied behavioral
science, its practitioners, who comprise the professional staffs of instructional
development agencies, consist primarily of psychologists. However, a wide
variety of other academic disciplines are represented as well. Among these
are education, communication arts and sciences, instructional media and
technology, and philosophy.

The next section of this report will describe the methodology of in:
structional development in more detail.




CONFERENCE PROCEEDINGS

One of the primary purposes of the conference was to enable the par:
tivipants to share experiences and explore ways of increasing the ef-
féctiveness of their respective agencies through improved communication
and mutual cooperation. Conference discussions focused on three major
topics: first, problems that confront faculty members who wish to improve
their teaching: second, the variety of programs and procedures that in-
structional development agencies have developed to assist them; and third,
methods of improving instructional development activities. This section of
the report summarizes these discussions. )

_Factors Contributing to Instructional Problems

What factors contribute 10 ineffective college teaching? What problems
confront the coltege teacher who wishes to improve his instructional
capabilities? .

For the past two years a Project to Improve College Teaching has been
conducted by college faculty from colleges and universities throughout the
country. This project has been jointly sponsored by the American
Association of University Professors and the Association of American
Colleges and supported by a grant from the Carnegie Corporation.

Several preliminary reports issued by the project provide answers to the
above questions. They state clearly the problems as perceived by the faculty
themselves and summarize the problems faced by instructional development
agencies in assisting faculty to improve instruction.

- The background paper for the conference states:

Although teaching is nominally the primarly mission of nearly every
college and university, it is in fact much neglected. Most faculty are
unaware of anything their school does to effectively encourage good
teaching. Good teaching is not adequately rewarded, tenure has an.
adverse effect on the guality of teaching, and demands for serving on
committees and conducting research cut into time available for teaching.
Prospective teachers scldom receive graduate preparation for college
teaching, and in-service training programs are virtually non-existent.

Three factors contribute to ineffective college teaching: (1) faculty
members usually have insufficient knowledge of the principles of learning or
are not trained to apply these principles to the practice of instruction; (2) the
university environment provides few incentives for faculty to improve their
instruction: and (3) economic and social pressures emphasize increased
productivity rather than teaching effectiveness.

Insufficlent knowledge and (raining. The average faculty member is
well-trained in his specialty, but is ill-prepared for teaching, He usually does
not have the requisite instructional knowledge or skills and has litle time to
acquire them. In graduate school, his training is concentrated primarily upon
developing compeltency in his discipline and is directed toward learning how
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to conduct indepeadent scholarly investigations. He receives little or no
formal training in the psychology of learning or in the application of learning
principles to the practice of instruction.

In his everyday academic life, he is under continuous pressure to publish
scholarly works so that he must spend much of his time reading in his field of
interest and.doing research. These requirements, together with his other
academic responsiblities, leave litle or no time to improve his instruction.,

To alleviate this problem, college instructors need help in acquiring the
knowledge and skill which they need to improve their teaching.

Few incentives to improve insiruction. Most colleges and universities
assert that faculty niembers have a dual role: 1o produce new knowledge and
to communiciate knowledge effectively to their students. However, the facts
indicate that research productivity is more highly valued than good teaching.
Advancement, recognition, and monetary rewards are gained through
publications, not through effective instruction. Consequently, there is little
incentive for the faculty member to devote the limited time that he has

~ toward improving his instructionat skills. 'To atleviate this problem, incentive
schemes are needed to even the balance between research and teaching.

Economic and social pressures. There are numerous pressures, both
economic and social, exerted on the university to increase productivity.
Because of increasing costs. legislators, taxpayers. and parents insist on in-
creasing course toads. In addition, the advent of open enrollment in many
colleges and universities has increased the number and diversity of the
student population, thus placing more strain on teacher capabilities.
However, productivity need not be defined in terms of the number of contact
hours or teacherstudent ratios but instead in terms of instructional ef-
fectiveness and efficiency. Thus, higher productivity per tax dollar could
mean producing, in a shorter period of time, more students who are better
educated and better trained. To achieve this goal requires both that teachers
learn more effective and efficient instructional procedures and that the public
accept a more appropriate criterion of educational productivity.

Incentive Programs lor tmproving Instruction

The typical university setting does not encourage faculty members to
improve their teaching. Therefore, the motivational dynamics of the
university setting must be changed in order to promote instructional im-
provement. Itis likely that the degree of alteration will determine the degree
of resulting motivation, This section details four methods that have been used
to foster instructional improvement, each with a greater degree of
modification of the university environment,

Distributing papers on teaching and learning. The first method is
directed at increasing an instructor’s awareness of possible deficiencies in his
teaching practices and suggesting new ways of removing these deficiencies. A
simple, relatively inexpensive way to accomplish this is to distribute papers
discussing topics in the realm of learning and teaching. Sometinies a self-
scored guestionnaire about a topic such as evaluation or motivation may be
included. Of course, it is generally necessary to provide a seminar, workshop,
or private coosultation to accommodate those who show an interest in

O
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carrying out ideas suggested in the papers.

The approach is likely to generate isterest, and if 2 seminar can be formed
in which professors learn teaching skifls, it is certainly worth its cost. A paper
is most useful when an agency cannar pinpoint the professors most interested
in instractional improvement.

Freouraging elfective teachers. Apother way 10 make faculty members
aware of effective methods of teaching is to disseminate information about
effective leachers so that they may senve as models for others, A single in-
novative faculty member may be the spark needed to kindle the fires of in-
novation within a department. However, if the administration is not tolerant
of instructional change or if the innovative faculty member is considered a
maverick, the method will have limited effects.

Supporting instructional prolecis. Some iastructors may wish to im-
prove their instruction but may not be able to obtain sulficient resources (0
do so. Departmenial budgets do not usually provide for released time,
graduate assistants, or equipment for instructional improvement. Several
universities represented at the conference provide grant funds for in-
structional development progects. Faculty members, departments, or colleges
may submit proposals for funds. Four of the general criteria that have been
used to assess projects are: (1) the number of students affected, {2) evidence
of an experimental approach, (3) potential application in other areas, and (4)
the possibility of evaluation. iDA staff members stand ready to help teachers
write grants, proposals, design their conrses, and carry out their proposal,

Besides removing roadblocks to improvement, grants also provide a reward
for improvement: to receive a grant is to be accorded some prestige within
the university. In addition to providing the necessary resources to get the job
done, grants provide recognition for effective 1eachers, demonstrate that the
institution supports instructional development, and is the first step toward
fong-term development.

Aiding teacher evaluation. At present, in most institutions of higher
education the primary criterion for promotion is the length and quality of the
list of a faculty member's publications. Teaching and instructional im-
provement are considered, but are not given the priority of research
publications. IDAs provide help to derive criteria for evaluating instruction
and, thereby, provide a basis for rewarding good teaching. Thus, an in-
structional development project may be considered the equivafent of one
picee of research or one major publication. It often 1akes a great deal of time
to convinee a department 1o make a policy change regaiding good teaching,
but it might be an important goal.

Teaching Instructional Development

Teaching is a complex skill, and effective teaching is the result of plaaning
that takes many factors into account. The subject matter, student charac-
teristics, and the instructional environment must be considered. TDA stafi
members try (o make faculty members aware of these factors and help them
develop skills in dealing with these according to principles of learning and
teaching.
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College taculty members need imformation about learning principles and
the skills to put them into practice. To meet their veeds, IDA stafl members
provide individual consultations, courses. seminars, workshops. and training
programs. As a resull, course procedures are maodified, curcienta are
redesigned, and above all, student learning is improved.

Contributing to faculty orientation seminars. The purpose of faculty
vriettation seminars is o inform faculty members of the services available to
them and how to niake use of them, In this way a facalty member may learn
that the university approves of instructional deselopment,

An oricntation seminar is likely to be most effective when faculty members
first arrive ata unisersity. In addition, an orientation is fikely 1o be valuable to
long-time faculty members if it clarifies typical instructional problems and
how to solve them.

Conducting limited faculty workshops. A second procedure for hetping
the facully develop instructional skills is the workshop that concentrates on
one specific principle. such as operant conditioning, or one specific
technique, such as questioning. If these specific topics are chosen by a survey
of faculty interests, the workshop is likely tb meet the needs of the group.

A single idea workshop is most useful when facully members have a limited
amount of tinie and an immediate necd, for example, when finals are ap-
proaching and some teachers question the validity of their own evaluation
procedures. By the end of a series of these workshops, a faculty member
tnight have a number of new instructiona! principles and techniques in his
repertoire.

Of course, in asingle idea workshop there is a limit to what a teacher can
learn: he may be able to identify a method and some of its properties, but be
unable to put the method to use. However, the workshops might create
¢nough interest to encourage the teacher to seek further advice and in-
structton.

Conducting tong-term workshops. Single idea workshops are too short
to develop more complex instructional principles and skills: any complex skill
requires time for practice and feedback.

Longer workshops are usefol o teach complex instructional skills and to
demonstrate the knowledge or skill to be taught. For example, techniques of
programmed instruction may be taught by means of programmed text; ob-
jectives precede a lesson on how 1o write objectives.

Some fonger workshops have employed simulation technigues focused on
changing attitudes toward aspects of instruction. For example, one three-day
warkshop focused on school admission practices. A series of  panels
representing independent admission beards of that college were given the
vitae of several students. They were asked to choose those students who
should be admitted. After detiberation, the panels submitted their lists of
accepted students. When the participants found that there was litde overlap
between the panels’ choices, they realized that criteria for the selection of
students needed to be clarified. In addition, they felt that simulation had been
a goad technique for both instruction and attitude change.

Longer workshops are usually staffed by IDA professionals and resource
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peaple drawn directly from the teaching faculty of the participating depart-
ment or college. Beth planning and running the workshap are joint efforts:
Joint participation increases the possibility af {acully participants accepting
the new ideas.

Some. faculty members become interested in personal long-term in-
structional  development projects. Their objectives may  include the
systematic exploration of some instructional development principle or an
instructional technique or an extensive curriculum modification. 1DA staff
members support these projects in several ways. One way is 1o run long-term
seminars. These seminars may run for months and culminate in the
production of some instructional project. For example, one agency ran a
seminar in which, after an eight-month familiarization period, the members of
the seminar worked on an instructional problem in the community.

Long-term seminars can be structured so that faculty members can build on
what they have already learned. For example, one agency conducted a series
of seminars such that the initial seminar began by dealing with facully
members’ concerns, such as the content-and structure of their courses. The
faculty members were led bit by bit from discovering the structural
relationship of the content of the subject to deriving objectives, producing
evaluation items and considering alternative means for presentation and
prectice. Each faculty member designed a pilot instructional project in the
seminar.

Training teaching assisfants, Because graduate students teach many
courses, several IDAs have developed programs directed at improving the
instructional skills of graduate teaching assistants. The effectiveness of these
programs depends, to a great extent, upon departmental support and com-
mitment of resources.

Training programs for-GTAs provide both theoretical background and
practice in applying principles of learning. Programmed materials can teach
GTAs instructional theory and give them assignments to try out in their -
courses of instruction. Several GTA training programs have incorporated
videotape recording techniques to provide feedback to GTAs regarding their
performance progress.

The advantages of programmed materials are that they are sell-
instructional, relatively inexpensive, if they have already been developed, and
may include a comprehensive set of principles used to solve instructional
‘problems. The advantages of including videotape recorded feedback of real
classroom teaching are that GTAs have the opportunity to apply the theory to
actual classroom practice, are able 10 apply new ideas in a non-threatening
atmosphere, and receive feedback and guidance.

Consider the three central characteristics of instructional procedures used
by IDAs. First. an approach is designed to meet particular needs of faculty
members. Second, an altempt is nade to demonstrate the application of
principles: i.e., the workshop or seminar is @ model in practice. Third, a
project is designed to combine the available expertise—the subject matter
competence of the facully member and the teaching competence of the
insteuctional developer.
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Service Programs

Providing service to the adminlstradon. IDAs provide data for ad-
ministrative decision-making regarding instructionat policies and practices
such as the feasibility of the use of computer-assisted instruction and the
cffectiveness of closed circuit TV courses.

Providing service to the community. Although most IDA activities take
place within the university, occasionally an opportunity arises to provide
service to the surrounding community. The expertise of IDA stalf members
has been used to aid hospitals. urban training programs, civic groups, and.
inservice training projects in public schools. In one college community, for
example, a civie group expressed interest in tearning more about the
university and its procedures. After some prefiminary discussion a decision
was made 10 hold periodic seminars to acquaint the group with issues of thejr
choice, The seminars lasted for over eight months and finally encompassed
several community groups. The fact that the seminars lasted so long.
demonstrates the motivation and the positive attitude of the groups. In ad-
dition, data obtained from questionnaires indicated (hat members of the
group had gained a deeper understanding of the complexity of a university
and of teaching and learning.

Providing service to the student hody. College students are another
population unaware of instructional development or the workings of 1DAs,
Some agencies provide lectures and workshops for students. One agency, for
example. provided briel learning experiences run according to different
teaching methodologies for students. In this way, the students were given a
basis for selecting among instructional alternatives that might exist within the
university. After such an experience students who criticize a university’s
instructional policy might be able to give some positive suggestions.

Improving lastructional Development Activitles

Thus far, this discussion has covered the methods and procedures used by
IDAs to alleviate instructional problems. This section will discuss the
problems that IDAs have encountered in performing their functions.

The instructional development agency is a relatively new concept. Several
ways of operating have been tricd; some work and others don't. Un-
fortunately, there are no hard gnd fast rules regarding good and poor
procedures. The general problem is to find ways an IDA can best contribute
to improving undergraduate education, Specific problems are discussed
below, ;

Clarffying an agency's role. Tne first problem is whether an IDA should
actively promote instructional development or should it provide assistance
only when requested?

If an arganization is relatively small, it may not be able to handle the
volume of work that it might generate through active promotion, However,
even larger organizations ought to approach active promotion gradually: an
aggressive approach could alienate some faculty members., particularly those
who need the help most.
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Aclive promotion of instructional development certainly does not _mean
forcing faculty members (0 make use of IDA facilities. It does mean
disseminating information about new practices and making the 1DA and its
function widely known. Therefore, an active stance is justifiable as long as the
agency can follow up its suggestions with help.

Providing greater incentives. What can instructional developers do that
will best help the universities provide incentives for coltege teachers o im-
prove their instruction? An IDA can provide the criteria used to evaluate
faculty so as to provide a basis for rewarding good teaching.

a.. Providing a Challenge for Faculty Members. In attempting to
motivate faculty members to improve their instruction, 1DA staff members
vary the intensity of their demands for excellence. At times, criteria are too
demanding for a faculty member; the project is no longer a reasonable
challenge, and he is driven away. At other times, criteria are not demanding
enough so that there is no challenge, and the tasks are considered in-
tellectually demeaning. Therefore, the criteria for judging instructional
improvement must be chalienging enough 10 demand some thought and
work, though not so hard as to be impossible and not so easy as to be trivial.

h. Provlding Grants. Some IDAs are associated with educational
development programs which provide grants for instructional development.

To what degree is the use of money to motivate faculty successful? It might
be safe to say that the use of dollars is an effective incentive in many cases.
Olten faculty members continue to improve their instruction after the grant is
spent.

[nstructional development grants may be viewed as “seed money,” in-
vestments in instructional innovations. Once new procedures have been
developed, their operational support is assumed by the academic department.

Often such projects. which result from instructional development, produce
instructional products such as films and programmed texts which may be
salable, thus amortizing some, il not all, of the developmental costs. In ad-
dition, the royalities obtained from such products provide an incentive for
faculty members to initiate instructional development projects.

. Choosing the best target populations, Faced with limited resources, an
IDA must consider the target population in which it invests its resources.
Which investment will resull in the greatest, quickest, and highest quality
improvements?

An instructional development agency can invest its resources—lime,
energy, and money—in a large number of small projects or in fewer, more
comprehensive projects. The choice of project size should depend on its
impact. A large number of relatively small instructional projects produces an
impact on many departments. Fewer, larger projects produce large changes
within the target departments. i he main criterion is the eslimated probability
of success, Projects that produce no definite results, or that are not im-
plemented, produce frustration and disillusionment,
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a. Helping individvals and groups. One point ol view suggests that 1DA
staff members should deal primarily with individual taculty. Other views limii
the target population further. They believe 1DA stafl should deal with in-
dividuals who demonstrate a willingness to commit time 10 developing a
better course of instruction. But, when a faculty member's problem requires
changing a system, IDA staff should consult with the department. For
example, il a faculty member presented a problem dealing with course
prerequisites, department members teaching the preceding courses in the
course sequence must be consulted.

h. Teaching unskilled teachers. Should an effort be made to help
teachers who have so little instructionat skill that little learning takes place in
their courses? Because of the fimits to IDA staff time, some participants in the
conference felt that it simply was not worth while to train extremely poor
teachers. Often poor teaching is due to emotional problems. The consensus
was that IDA staffs should not attempt to deal with these kinds of problems,

Improving the training of teaching asslstants. In most universities,
graduate teaching assistants teach more spudents than the faculty does. Thus,
10 teach graduate assistants to improve their instruction would have a great
impact on university instruction. If the idea of training teaching assistants to
teach well is accepted on a wide scale, an institution-wide training program
would be required. Such a program would require a major commitment of
resources,

Assuming that a GTA training program should be conducted, should it be
run by the instructional development agency or the academic department or
by a team composed of representatives of both? If the program were run by a
team, teaching assistants usually benefit because those with subject matter
competence and those with knowledge of the technology of teaching are
present.

Organiting for greater impact. How should an IDA staff be organized?
Many alternatives were suggested: (1) full-time professional staff members,
{2) part-time professionals with joint appointments in academic departments,
and {3} staff members appointed within departments working with faculty
members on many small projects. The staff member serves as a com-
munication link within each department to help other faculty members
develop successful instructional projects.

Improving Teaching Procedures

a. Meeting individual needs. How can an IDA train individual faculty
members most efficiently? There seem to be two alternatives: (1) develop a
variety of available courses of instruction from which the university faculty
might choose, and (2} railor-make each instructional experience. There are a
sufficient number of common instructional problems for which packaged
courses of instruction could be developed. A facully member could be given
packaged courses covering basic principles or skills. Once these had been-
mastered, the tailor-made instruction could be designed to help an instructor
solve his particular problem,

b. Reaching for a criterion of excellence. Is it possible to train faculty
members (o a high enough degree of skill so that they do not need con-
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sultative help? Individual differences in motivation and willingness to devate
the necessary time are impertant determining factors, Exgerience has shown
S nost Taculty members continne Lo consult 1DA staffs no matier how
shillful in teaching they become.

Establishing confidence in instructional development agency staff mem.
bers. Confidence and trast in the expertise available through DA s
essential i Brculty are 1o make use of their sersices. A highly competent stalf,
with established academic credentials and well deseloped interpersonal skills,
is an essential prerequisite for establishing and maintaining strict conflidence.

Crealing bhetter communicatlons between agencies. Instructional
development is a new. growing discipline. Staffs need 0 communicate in
order to share experiences and successful procedures. Several ways to
continue communication started at the conference were suggested.

2. Communication through meetings. A series of meetings similar to
the coaference is one alternative. Joining or organizing an interest group
within a prolessional organization such as the American Education Research
Association is another. The advantage of the latter method s that most
participants attend these mectings. But, participants realize that their time is
taken up with other business at conventions. Therefore, most expressed a
preference for a meeting like the one held a1t MSU; i.e., a retreat in which the
sole purpose was conimunication among themselves.,

~ h. Communication through computerized systems. A computerized

communication system might be programmed (o yield information about the
current efforts of gach agency. [ts users might obtain information about a
particular sort of instructional problem; this development, in fact, is likely to
be available in the near future. Of course, computerized systems are only as
good as the material submitted to them; it would be the responsibility of each
instruction development agency to put in accurate information to make the
system usceful. It was recognized that the cost of developing and maintaining
such a system might be prohibitive. )

c. Communication by means of a journal. A journal, either formal or
informal, could provide a relatively inexpensive method by which to ex-
change information. Most participants at the conference favor creating a
,prnl‘cssmxmll\ refereed journal devoted to instructional development ac-
tivities 10 which a professor could cantribute. Thus. an instructor could
receive publication credits while impraving his teaching. An existing journal,
called Development: and Experiment in College Teaching, currently
published at the University of Michipan could very easily evolve into such a
journal. ‘

The major emphasis of the articles in such a journal would be scientifically
valid demaonstrations of instructional improvements.

Informal publications, such as newslelters or annual reports, could be
exchanged. Afthough this procedure is limited to une-wiay communication, at
leastitlets each ageney know what others are doing.

Coniinuing 1o evalvate progress. Each DA has the responsibility of
1ssessing its own impact. The nature of the assessment is based on the goals of
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the agency and, in turn, the nature of improvement of the agency is based on
the nature of the assessment. The following criteria wore discussed:

a. Evaluating elfectiveness, The goal of many projects is the increase
of instructional effectiveness, I an instructional development agency asks
questions about elfectiveness: that is, how well the students have achieved,
the resulting improvements are likely to tead to improved faculty training and
improved models of instruction,

h. Evaluating efficiency. I questions are asked about efficiency; that
is. il the time and money invested in an innovation are worth the cost, the
resulting improvements are likely 10 lead to research on instructional models
that give the greatest amount of student fearning for the least amount of time
and effort.

c. Evaluating acceptance, Even when instruction is elfective and
efficient another critestion might be used—acceptance of the resulting in-
novation. An IDA may ask questions that deal with acceptance; that is,
whether a faculty member, a studenl or an administrator would be likely to
use this improvement and maintain it. If an agency asked acceplance
guestions, the resulting improvements are likely to be progranis 10 mativate
faculty, programs 1o teach students how to use different models of in-
struction. and programs to educate pressure groups, especially such groups as
the board of (rustees.

In summary, evaluation results may determine the allocation of 1DA
resoutces in the future. An agency must be aware that its evaluations may
lead it toward a spéeific sort of improvement. It is evident that each agency
must determine what combination of goals it wishes to pursue.

Concluding Statenseny

lastructional development sgencies can be effective in contributing to the
improvement of gndergraduate education. It should be noted that such
conditions increase when the university climate is supportive. A supportive
climate includes a dynamic nocleus of innovative facully members, a
financial commitment to instructional development, and channels for dealing
with constructive ideas coming from students and facuity.

The purpose of this confercice was o provide an opportunity for the
participants to share experiences and thus stimulate further productive ef-
forts in the future. ‘The results of an informal questionnaire distributed to the
participants at the end of the conference indicaled that this purpose was
achieved.
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APPENDIX

The Conference on Instructional Development Agencies in Higher
Education, reported in this book, was held to accomplish two purposes, First,
to provide a comprehensive picture of how these agencies are structured and
how their activities contribute to improving iastruction in the colleges and
universities at which they are located. Instructional development agencies are
a relatively new phenomena in higher education and accurate information
about them is not generally available. The second purpose of the ¢onference
wis to provide an opportunity for staff members of participating agencies to
share experiences, discuss mutual problems, and explore methods for in-
creasing the effectiveness of their operations.

In the opinion of the editors, the papers in this appendix are an important
contribution to achieving both purposes of the conference. Before the
conference, a questionnaire was sent to the participants and, in response,
each wrote a paper describing his agency. These papers were distributed to all
the participants and provided a framework for subsequent conference
discussions. Collectively, the papers in the appendix provide a comprehensive
and detailed description of a representative group of instructional
development agencies currently functioning in institutions of higher
education. This is the first time . ach information has been made available.

As may be expected, the papers differed in format. Some writers preferred
to answer each questionnaire iteni sequentially while other employed a more
discursive style. The papers were not modified by the editors except for a few
instances in which a lengthy table or chart was replaced by descriptive text.

To guide the reader. the questionnaire to wheih the participants responded
has been included in the first part of the appendix.

QUESTIONNAIRE
I. Background and Institutional Climate

A. Under what circumstances was your organization started? Date? Number
of staff members? Original budget?

B. What instructional improvement agencies existed at your university
before yours was started? What functions or agencies were transferred to. or
incorporated in, your agency?

C. In your university, what institutionalized procedures exist for recognizing
or providing visibility to good instruction?

1. Structure and Function

A. What are the purposes. mission, goals, or objectives of your agency? Are
these part of a long-range plan? Uader what circumstances have your ob-
jectives changed since your agency was started? Which additional functions
or objectives do you believe your agency should have?

B. Where in the administrative structure of the university is your agency

located? What are the implications, advantages and disadvantages of this
location?
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C. Describe your physical plant, e.g., number of offices, laboratories, other
facilities, and classrooms. Are these facitities under yoar direct control or for
your exclusive use? Where are your facilities located on the campus? What
equipment do you use? What equipment is under your controf?

D. How.is your ageney funded? Are you required to seek outside funds? Do
vou have diseretionary funds? How are these disbursed? What is your present
budget? What are your budget categories? What percent of the total does
cach major category get? How has your budget changed over the years?

E. What is the internal orgamization of your agency, e.g., hierarchy of
decision making and chains of communication? How many professional and
non-professional staff members are there? What is the function of each
category? What is their training? What degrees have they attained? What is
the rate of ‘staff turnover? Is there in-service training? Do you employ
students? Why is this internat structure used?

F. What are your relationships with academic departments, service
departments, administratian, and organizations like yours within colleges or
departments? Do you consult with them? Are you consulted by them? Do you
team up? Do you have staff members with joint appointments?

HI. Activities

A. Estimate the proportion of total staff time engaged in (1) administration,
(2) teaching {3V R & D, and (4 service (speeches, workshops, consultation).
How do you determine priorities among these four areas? What courses or
seminars are taught by your staff? Who are the students? List R & D project
areas. List service activities and target population (include service to com-
munity agencies outside the university).

B. In whit do your various activities originate; describe procedure and
stimulus. What are the typical results of each type of activity? Please present
data if it is appropriate and avaitable. How and to what population do you
dissentinate your results or produets? How and to whom do you disseminate
information about your orgafzation? In what way has the dissemination of
information aided your programs? What sources do you rely upon for new
information? How do you act upon new ideas?

C. Who uses your services? How do they go about it? What incentives are
there for using your services?

D. What have been your most important or long lasting results? What have
been your most effective activities? What have been the shortest lasting
results? What have been the least effective activities? Have you an ex-
planation for these answers?

E. Who evaluates your activities, products, or results? What criteria are
employed? Why are these critieria used? What are the advantages and
disadvantages of this approach?

LV. Problems

A. List your current problenis in order of importance, For each one indicate
how you tried to solve it, the results, and any explanation of the results,

B. What are your most important needs at this time and in the near future?
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ATLANTIC INSTITUTE OF EDUCATION
Halifax, Nova Scotia

Gary ). Andersen »

. Background and Institutonal Climare

A. The Atlantic Institute of Education was established by an act of the

provincial government in January 1970, and the staff of the institute were

appointed and commenced work in August 1970. The Atlantic Institute was
. the culmination of twelve years of discussions on the part of premiers,
ministers of education, and teacher educators in the four Atlantic Provinces
of Canada. The idea of an institute grew out of a need for improved graduate
training for teachers in the Atlantic' Region. A number of options were
considered—the first being a large single structure which would include all
the graduate study and research in this field on a single location. That plan
was rejected by those who had interests in their own institutions and was later
replaced by the recent proposal which includes a decentralized form of in-
stitution. During this year, the institute employed a director, an assistant
director, two half-time consultants, three secretaries, two research assistants,
and a number of occastonal workers. The budget for the eight-month period
was $150,000 which included $100,000 in capital expenditures.

B. As described later on, the Atlantic Institute serves many universities.
Some had comménced operations in terms of instructional improvement and
had had one or two staff members involved in that work. The precise
mechanisms have not yet been finalized, and we are continuing to establish
links with existing ficld resources. Oune of the local institutions has received a
foundation grant of some $35,000 to provide the salary of a professor who
would work in instructional development. It has experienced considerable
- difficulty recruiting the right type of staff member to. what amounts to. a
school of enginvering. The Atlantic Institute is cooperating with this in-
stitution and hopes to offer a joint appointment 1o the selected candidate.
This we feel would be much more attractive than the isolation of an
engineering school. We have also attempted to broaden the role by having
such a person involved in all the universities of the region,

C. Again since we serve many institutions, the patterns vary. Typically,
however, the largest university would emsphasize research activities te a much
greater extent than teaching ability. Many of the instituttons are smaller and
are more in a position to reward teaching competence. It should be noted,
however, that none of the institutions has any type of formalized structure for
recognizing or rewarding teaching competence. Promotions and salary in-
creases are awarded with some acknowledgement of teaching but this tends
to be of the hearsay, nonsystematic variety.
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1. Structure and Function

A, The overriding objectives of the institute are the tprovement of teacher
education and education generally in the region. This is indeed part of a tong
range plan,and we are attempting 1o deprive new mechanisms to accomplish
our objective. Qur primary concern under this general goal is work with
teacher traming institntons and teachers for the public schools. However,
breause of previvus inmvelvement and interest in uaivenity instruction and
because of the need and interest an the part of universities, we have shifted
our abjectives to include this asa priority, We don’t luve much of a problem
with functions or abjectives as we have considerably more than we can
adequately handle.

B. The Atlantic lnstitute of Education is a body which serves eight univer-
sities and colleges in the provinee of Nova Scotia, With eight institutions
serving a popuolation of 800000 persons, there is o considerable need for
superordinate bodies to coordinate the work of various institutions. The
advantages of this type of situation are that we can hold workshops and
conferences, ete. on an interinstitutional basis. Naturally, we are not totally in
tune with the day to day operation of any one univensity, but are in the
process of establishing resource persons in each separate location. Fur-
thermore. part of our plans include expansion to the other three provinces of
Atlantic Canada. Should that develop, we will then have over twenty in-
stitutions under our umbrella, though it should be pointed out that our area of
jurisdiction is delimited to teacher education and the departments of
education in these institutions.

C. The physical plant consists of a converted four-story house, including
sixteen rooms some of which are large enough to hold up to forty persons for
workshops, films, and whatnot, ‘These facilities are under the direct control of
the institute and are in the cenre of the fargest city in the province which
includes four of the eight institutions we attempt to serve, We have been
building up library facitities. and workshop materials, and have a number of
films and equipment, incleding carousel, overhead and 16 mm projectors and
tupe recorders. We expect to purchase a videotape portable unit shortly.

D. The institute is funded directly from the provincial government. We are
permitied to seck outside funds, but are not required to do so. The present
budget is approximately $200.000 per year, but this includes a good deal of
work for teacher education generally, for reform in the public schools, and
for the development of graduate programs in several fields of education as
deseribed fater on. We budget by program and attempt to account for our
funds according to the function which they are expected to serve. Our badget
is divided into overhead, including administrative costs, ete., and is broken
down by program. Our policy has been to engage in three or four major
programs only and develop them to the point where other agencies will take
them over and continue to support and tinance them, while we get involved in
new developments. The Attantic Institute is an initiating body, and it is not
possible for us to get locked into the perpetual administration of one specilic
program. We keep some funds unmarked so that we can award small grants (o
particularly innovative projects. Qur intention is that we will fund only those
projects which have some type of built-in multiplying effeet. Thus in the past

O
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year we expended o couple of hundred dollars (0 set up a federation of
student teachers which had not existed prior te this stiue. They have been
working on their concerns and have provided another voice in the continuing
reformt of teacher education. We have had a number of applications for
research funding, but much of this tends to be narrow in focus with rather
limited muhiplying value, and therefore we do not fuad it.

K. We have a ten-member board of governors, including wide represen-
talion {from throughout the province. This is the supreme decision-making
body of the institute and has the power to award degrees and diplomas in
education should the need arise. In practice, the director and assistant
director make all major decisions and recommend approval to the board of
governors. By next September we should have approximately nine
professional staff members, six research assistants and three secretaries. It is
difficult 1o specify fiunctions as it would depend on the particular project and
individuals involved. We tend "o have a coordinator in a program area with
research associates, research assistants, and senmior research associates
working in conjunction with the coordinator. Most of these would have Ph.-
).'s or equivalent. We are too new (o have established a staff turnover and
“too small yet to have any in-service training for ourselves. Students are
eniployed as research assistants. We do have programs for students which are
- of the informat self-directed apprenticeship variety. Students are included in
:meetings, discussions, and other professional activities under the direct
‘supervision of the academic staff. We hope to develop from the local human
_resources persons who have intensive supervised experience in the type of
activities which we assume. For example, we will begin by including students
- in some of our workshops as participants and later develop them to the point
~where they can assist the repular staff in these workshops and hopefully run
them themselves. Perhaps a word concerning the type of training we require
would be helpful at this point. We essentially want people who have served in
the apprenticeship model. In the case of university instruction, we want
people who have served a supervised apprenticeship in consulting with staff
members, who have initiated a number of course reforms and other projects
~on their own and who have carried thent to a successful conclusion. Thus we
are less interested in a very theoretical dissertation type project than in a
-number of smaller, but more relevant pieces of work which a student can
“praduce. Itis quite clear that this type of training is found only in institutions
catering to a very small number of students, The program at McGill is typical
of the type of thing we are developing here. The apprenticeship, clinical type
experience is emphasized almost to the exclusion of formal course work. In
our own programs we are attempting to replace the research thesis by three
—or four demonstration projects of sufficient caliber to be published.

F. We have most cordial relationships with the various universities and
colleges which belong to the institute and consult with them in an informal
wayr Since most of our activities have béen in the field of teacher education,
we have had a number of more formal meetings with the deans and heads of
departments who are concerned with that field, We are attempling to initiate
joint appointments for staff members between our institute and the various
universities. We have also succeeded in obtaining the services of some staff

m 'Q on secondment.
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1. Activities

A, We would spead presently, probably 5060 percent of our time-on ad-
ministration, and 10-15 percent on teaching, 10-15 percent on research and
development, and 20 percent on service. We havea't attempted to define
priorities in terms of the four areas at this point in time. This year has been a
development year, and we have not taught formal courses or seminars on a
regular basis. Next year we will have a couple of graduate programs in
education and will be teaching courses in connection with them, This in-
cidentally, should change the anount of time spent considerably, teaching
being emphasized as much as 80 percent of the time of some individuals. We
have spent most of our energies in attempting to develop two graduate
programs which arise from two different sets of needs in the region. One in
counselling was initiated because of the great deal of duplication provided
when four or five universities are each training five or six counsellors at the
masters level, We feel that, through a pooling of resources, we can provide
much more quality in the product white at the same time making the system
somewhat more efficient.

The procedures we have adopted in the two graduate programs are as
Tollows:

a. A group of 25-50 persons, experts in the field under consideration, from
throughout the region have assembled to share problems in the general area
of training. The members of the group are instructed to serve in their per-
sonal, professional capacities and do not speak for their institutions.

b. We then evolved small steering committees, including people who are
directly concerned with the training function and whe work with us to
provide an i leal program in the given field of study. We appoint a full or part-
time coordinating secretaty o serve this group and work with the group in
evolving this ideal program. Once the ideal is achieved on paper, we attemp!
to implement it. In the case of our counselling program, we have derived a
full time. two-year master’s degree the second year of which is taken under
the auspices of the Atlantic Institute. Staff members are drawn from many of
the universities and school systems in the region and beyond. We are
developing outcome—oriented models of training. Thus, there will be few
formal courses in the traditional university sense. We will deal with actuat
field problems and will work as much as possible in the field. By working with
professors in school systems for example, a prospective counsellor can gain
the needed experience in group processes, in behavior analysis and
management, in research and evaluation, and so on. Each student would be
responsible for three or four small demonstration projects which would
testify to his competence in the various skills.

c. We hope that once these programs are functioning successfully, that we
can gradualty shift responsibility for their continued operation to one of the
participating universities, who will draw upon the staff resources of all
universities, but who will centralize the activities in one location. Students
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and staff can then be niobile and can achieve a program which makes best use
of the total resources of the area.

The second graduate program on which we have been working is thc
special education, and it arises due to the total lack of offerings in this field in
the Atlantic chion of Canada. We have identified a number of courses in
_participating universities which together would be relevant for a program in
~ this field, Next year we will have some fifteen students who will take three
courses in three different universities and a number of other experiences
centered in the premises of the Atlantic Institute, The institute itself will have
several staff members in the field who will work with these students and
develop their skills in special education. After twelve months of full time
study, students will be awarded a bacltlor’s degree in special education and
those who continue for a second (welve-month period will terminate with a
master's degree, Our students enter with a bachelor’s degree or equivalent. As
wellas these two graduate program areas, we are dtlcmptmg some other types
of innovations in teacher education. In an attempt to increase the self con-
cept of people in the region, we are auempting to identify outstanding efforts
of teachers at all levels of education. We will be starting a newsletter which
describes these innovations and which will have a substantial circulation, We
also hope to identify at least one school at the elementary or secondary level
in each of the four Atlantic Provinces and set it up as an in-service training
laboratory for teachers in other parts of the region. We are working on
training packages which will enable visitors to spend a week or two in these
schools and learn from their experiences in them. Other activities have in-
cluded meetings with alt the deans and department heads of the teacher
training institutions, and we have a staff member who is working with them to
evolve a master plan for teacher education for the region. In terms of
research. we have attempted to avoid the theoretical line of research in favor
of applied studies which are of direct use (o people in the local area. Thus, we
have completed a study of teacher supply and demand and are attempting to
disseminate its results to those who are responsible for admitting teachers
into teacher education programs.

B. Our activities are originated in a number of ways. Some are suggested by
preople in the field, and some are in the form of requests from people for
assistance or financial aid, which is rarely given. We initiate a number our-
selves and work cooperatively with people in the field in developing others.
We have not yet evolved formal dissemination plans but hope to initiate a
newsletter concerned with instructional innovations to have a fairly extensive
circulation next year. We have received approxmmlely sixty requests for
information on the organization from a number of provinces, cities, states,
and countries. We have received roughly seventy-five requests for advice on
educational and research problems,

C. Our services have not been overly plentiful yet because of our
developmental life span. We are attempting to condition the population so
that they will respond only whea there is a high probability of being served.
D. We have had one formal workshop involving fifteen educators. This
lasted four days and was a workshop action oriented endeavor. 1t was most
effective, and people were able to return to their home institutions with an
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increase in morale and increases in their levet of skills, instruction and in-
structional innovation, and we have established valuable links with persons in
the field on the basis of this actisily We are really too new to specily least
effective activities. 1 am certain we will have plenty of opportunity to be
ineffective.

E. There is a self evaluation component builtinto all our activities, and we
are in the provess of establishing exlernal experts in each of our program
areas who can come in a couple of times during the year, who can examine
our activities from a distance, and who can provide valuable external advice
and comment,

V. Problems

A. Stafl is a considerable problem in terms of instructional innovation in
universities and colleges. There are very few people in the world trained 1o
provide the kind of service which is required. Qur solution to the problem of
staff has been to attempt to seek out individualis and train them ourselves in
an apprenticeship kind of way. There doesn’t seem to be [resh Ph.D.’s who
have the applied orientation which is essential to this type of work.

B. Our most impottant needs are money and chance to develop. We must
continue to establish links with the universities in our constituency and must
get these solidified and working before we can expect too many large scale
changes. :

ERIC 2¢

Aruitoxt provided by Eic:




CENTER FOR RESEARCH AND
DEVELOPMENT IN HIGHER EDUCATION

University of California
‘Warren Bryan Martin

The Center for Research and Development in Higher Educalion,
University of California, Berkeley, was established with the assistance of the
Carnegie Corporation of New York, in 1956, as the Center for the Study of
Higher Education. Dr. T.R. McConnell was the founder and first director,
Although the center was organized within the general structure of the
University of California and was accountable to the chancellor’s office, it was
understood from the beginning that services provided would not be those
normally associated with an institutional research uait, but, rather, would
have a more general scope. All aspects of higher education, in colleges and
universities across the nation, could fall within the center’s purview. Space
was provided in Tolman Hall for the original group of four or five researchers,
plus their supporting personnel. The budget was approximately $32,000
annually.

The prevailing organizational idea, in the beginning years, was to draw
together a coterie of competent researchers and allow them 1o pursue their
own interests. Programmatic research, with the abilities of researchers
focused on shared concerns, would be a later development. As a corollary to
the initial philosophy of organization, little attention was given to research on
the improvement of instruction, and most attention was focused on
organization and administration in highet education.

In 1965, the change was made to a largely federally-funded Center for
Research and Development in Higher Education. The center became one of
nine units established under federal auspices to encourage programmatic
research and development, but was the only one entirely focused on post-
secondary education. However, to facilitate program development. the
center clustered its research probes around (wo major concerns, the impact
of college on student development and organization and planning in higher
education, More recently, the purposes of the center have been further
refined. They are now concentrated on the "new"” students—those heretofore
underrepresented in colleges and universities—and on changing governance
configurations on American campuses, Additionally, the interaction between
those two foci of concern is being researched, that is, the affect of new
students on established governance patterns and the ways in which old or new
governance arrangemenls can facilitate the teaching and learning process
with “new” students.

In research, center staff members use tools and techniques of the
behavioral sciences to gain information appropriate for these programs of
research. The center’s dissemination program makes available useable
rescarch findings. usually in some variation of the printed page, although
there is increasing utilization of alternative media. The center’s development
program uses research to improve éxisting instructional programs or
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governance patterns. Even more, the center proposes to synthesize research
sufficiently to help produce improved curriculum and governance patterns,
encourage their installation in institutional settings, and follow through with
practitioners in the evaluation of these alternative provisions, drawing from
them new research problems.

Whereas until recently, the center maintained a separate development and
dissemination seetion, expeeting that the personnel in this section would pick
up and carry out the D&D Tunction white research provided data resources,
now research projects bave been redesigned to include development com-
ponents, and projects carry budgetary provision for, and give to the
researcher responsibility for, the development of research findings. There is
stilla D&D section where personnel are available to work with researchers in
these tasks. Also, of course, there are certain technical services that the
special competencies represented in the D&I) section bring to the
programmatic research efforts.

The center continues to be organized within the University of California,
Berkeley. and remains accountabl: to the chancellor's office (through which
all funds are processed and cleared). The obvious advantages in being located
on campus and in the academic setting are somewhat offset by the disad-
vantages of being "captured” by an academic ethos that has traditionally been
more concerned for pure than applied research, for dissemination in reports
and books more than through alternative media, and for leaving the
development of "products” entirely to others.

Currently, the center has space in Tolman Hall on the university campus,
where personnel with joint appointments usually have offices while carrying
out their academic responsibilities. The center also occupies the fifth floor of
the Great Western Building, Center Street and Shattuck Avenue in Berkeley,
where the research and development programs are housed. At both locations,
the offices and seminar or conference rooms, plus supporting facilities, are
reserved for the center’s exclusive use. In addition to conventional office
equipment, the center has at this location data processing machines and other
equipment providing data processing services.

Funding for the center is supplied mainly by USOE, although smaller
amounts come from several foundations. The present USOE budget is ap-
proximately $700,000 per year. That budget is divided to meet the needs of
the principal research and development programs, plus supporting services
and administration.

Paolicy formulation in the center is determined by a research and
development committee, a body involving researchers and administrators,
whose function it is Lo monitor existing research and development activities
as well as plan for the future; a center council, where broad overarching
policies in both professional and non-professional areas of concern are set; a
center services committee, with responsibility for all aspects of supporting
services: plus ad hoc committees or task force organized to meet special
needs. All committees are advisory to the director. He, in turn, is responsible
to the chancellor, to the funding bodies, and to the dean of the university’s
Graduate Division. The director has available to him a campus advisory .
committee and a national advisory committee.
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At the present time there are sixty-five professional staff members and
approximately thirty in various non-professional categuries. The rate of
turnover among senior personnel has been low although, during the summer
of 1971, several projects will conte to completion, and the consequence will
be more change in personnel than the center has heretofore known.

The center feels an obligation to students eurolled in the Division of Higher
Fducation. School of Bducation, University of California, Berkeley. There
are, therefore. seminars and workshops to which these students are invited .
and partivipate. Ao, students are employed as research assistants and
biblivgraphers, or they may. on occasion, qualify as postgraduate researchers.
~ Tt bas not been casy to secure joint appointments for senior center per-
sounel in various academic departments. Although doing so has been an
objective of the center from its inception, there have been comparatively few.
Those achieved have been. or are. in the School of Education. or in the
departments of Sociology, Psychology, Anthropology, or Economics.
Prospects for joint appointments have not been improved by the fiscal
stringencies under which this university, like so many others, is currently
operating. Furthermore, with increased pressure for more student contacts
and teaching activities for faculty members. the idea of faculty having
schedules divided between academic departments and centers or institutes is
not now widely approved,

As mentioned earlier in (his statement, until recent years the center was
content to publish reports of its various research projects. It was assumed, in
the spirit of the time, that this information would be picked up and employed
by others in the way they deemed best. Not until 1964-65 did the center
become more oriented to research and development. In the last five years,
therefore. research has been much more programmatic, and development has
enierged as a major emphasis. While, as mentioned, the center continues to
publish reports, monographs, books, and special “broadsides,” increasing
attention is being given to conferences and workshops, training programs for
administrators and facufty, plus information dissemination through
videotapes, films, cassettes, and other media. Despite efforts in these con-
nections, perhaps the major D&D resource at the center remains the
professional researchers. They, acting individually and collectively, have
considerable influence on colteges and universities as well as on institutional
consortia and regional or national associations, Their writings are also in
demand and have impact for educators, campus policy groups, legislators,
and other interested parties, The Research Reporter, through which in-
formation is disseminated about current research of the center, has a mailing
list of approximately 13,000. That list, as with other center contacts, tends (o
concenlrate on senior administrators in colleges .and universities and
policymakers in state and federal agencies. There are, however, considerable
numbers of faculty, students, and laymen on this and other contact lists.

The center has had impact in such areas as the planning and development
of the American junior college or community college; the development of
statewide planning and coordination for higher education; the con-
ceptualization and implementation of the cluster college concept; new
governance configurations, and other innovations or forms of ex-
petimentation. The training of administrators and faculty for institutional
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responsibilities, including”administration and research, are part of the cen-
ter's influence. In its current programs, the cente, hopes to increase its
services to state colleges and other institutions, including junior colleges,
especially those having connections with the "new” student and on their
programs for this clientele.

Evaluation of the center is carried out by the campus and national advisory
badies mentioned eardier, but also by site review teams designated by USOE
and seat to the center on an annual basis, The center is also required to
provide frequent written reports on various aspects of its programs, These
usually are requested by Washington agencies, but may also come from other
sources,

Problems in the center at present and for the foreseeable future include:

1. Stabilization of priorities in Washington, D.C., so that the center will have
assurance that the basis for evaluation which prevails at one given time will
likely continue to exist at a later time. Changes in personnel and priorities
within the offices of the primary funding agent have somietimes made for
confusion, anxicty, and low morale within the center as projects and
programs shift to conform to revised expectations,

2. The center has had difficulty achieving truly programmatic research. At
the University of California, Berkeley, there are essentially two types of in-
stitutes or centers. One is that institute or center established and maintained
for a particular researcher who has an idea for a line of research thal he
wishes to follow. Such researchers are usually entrepreneurial types who can
draw funding and, additionally, collect supporting personnel sufficient to
carry forward their work, The other form of institute or center is the umbrelia
organization within which a group of autonomous research scholars find
shelter. They are able to spend blocs of time following their research interests
without heavy administrative or teaching responsibilities. The idea of a center
with a programmatic research orientation, where individual researchers are
drawn together. not according to their several interests, but because of their
willingness to concentrate on a shared theme, is a concept seldom found and
undersubscribed. Therefore, with the center moving in this direction, it has
been difficull to find personnel appropriate for this level of cooperation in
research and development. There is now a commitment to such cooperative
endeavors, based on the conviction that problems in higher education are
sufficiently complex and multidimensional that they will yield only to
research and development of this magnitude. Neveriheless, there remains the
serious problem of staffing such an organization.

3. As the center moves away from an emphasis on research and toward an
emphasis on development, personnel are needed with skills in training,
systems theory, and the utilization of new media. This requires a retooling ot
training of existing personnel. I[tis a slow process and one that js sonjetimes
resisted.

4. Because in higher education change cananot be coerced, it is hard for the
center to show product “acceptance” by practitioners in the field, and, thus it
is hard to guarantee that work being done atthe center is having “impact.” At
atime when elficiency and accountability are dominant themes, the center i:
sometimes hard pressed to prove its viability.
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5. Because the center’s funding has been reduced in recent years, certain
ptojects or programs ol research have been forced to mouifly their intentions
and, consequently, many research objectives cannot be achieved. This
development has had an adverse affect, and could cause funding agents or
other eritical observers o conclude that the center has not fulfilled its
promises. An attendant psychological difficulty is that there arises an
emotional of professional insecurity among researchers, given the un-
eertainty of project funding, that adversely affects théir work and inclines
them to think in terms of finding other and more secure situations.

6. Research in higher education. as with so much behavioral science
research, tends to confirm the abvious or to deal only with segments of major
problems rather than units sufficiently large to have broad utilization in the
field. Thus, practitioners often conclude that researchers cannot provide
more than is available through experiential or observational skills, or, they
conclude that researchers are more concerned with methodology purity than
social relevance.

7. One of the most serious problems confronting this center, and researchers
everywhere in higher education, is the speed with which conditions are
changing, the uncertainly that exists concerning established standards, and
the resulting inability of research to keep up with developments in the field.
Instrumentation falls behind innovation and is inadequate to measure new -
developments. Criteria for evaluation beconme dated. Researchers away from
the field for comparatively short periods of time lose touch with the action or
ethos there. It is exceedingly difficult to put the pieces together in a way that
will show a future-orientation or an ability to effect creative and responsive
change in institutions that are being forced to make changes.
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INSTITUTE FOR RESEARCH AND
TRAINING IN HIGHER EDUCATION

University of Cincinnati

Anthony Grasha
1. Background and Institutional Climate

A. The institute began operation in the fall of 1965 with the objective of
providing training and research in higher education at the University of
Cincinnati. Heavy emphasis was to be placed on improving the quality of
instruction, an area which many felt had been severely underemphasized at
the university. The institute was charged with helping to improve instruction
by making it more visible and by providing assistance in the development of
skills and knowledge necessary to have a good insteuction. :

The original director was assisted by a staff which included a part-time
assistant director, a research assistant. and a secretary, During the first year
the institute sponsored several workshops on teaching and learning and
consulted with various departments on the improvement of their instructional
program. These activities provided needed visibility in support of improved
instruction. When the institute began, there were a few formal procedures or
programs in existence which fostered the improvement of instruction. An
annual Dolly Cohen Award for “Excellence in Teaching” did exist as did a
student operated program of teaching evaluation titled “Insight.”

In 1966 a major grant was obtained from the Danforth Foundation to
support equal educational opportunities for minority students (The Graduate
Intern Program). This grant provided initial stability for the institute and
represented a sound basis {or a building program. The current director and
assistant director assumed their positions on a full-time basis in the [all of
1967. The present director was instrumental in establishing the institute, and
the assistani director was hired initially to coordinate The Graduate Intern
Program,

[1. Structure and Function

A. The mission of the institute is to provide focus, support, and resources
for educational innovation and change within the university. Implementation
of these objectives takes the form of 1) development of prototype innovations
such as The Graduate Intern Program and new course offerings such as The
Psychology of Interracial Relations, 2} research on new and existing program
(i.e., McMicken Honors Program), 3) development for teaching assistan(s and
faculty via teaching-learning workshops, consultation on classroom design
and change, evaluation instruments, and research studies, and 4)
organizational development for academic departments via research analysis
of the departments and consullation to implement changes and im-
provements which emanate from the research analysis.

Related to all of the above, the institute staff is committed to the
development of educational change and organizational development




technology and fo the development of action research technology for
utilization within the university sctting. Moreover, the institute staff is
comntitted to the dissemination of knowledge aboutinnovation strategies and
techniques to other educational institutions. We feel that we may be unique
among instructional agencies in our emphasis upon organizational
development lcuhniqucs and the technologivs of applies behavioral sLicme

Early emphasis in the institute’s developatent was on items 1, 2, and 3
above. As staff resources have become aviilable und the institute has
developed credibility in the university mmrnumty increased emphasis has
been placed on items 3 and 4. Longtcrm it is anticipated that emphasis on
development ¢f teaching  assistants  and  faculty, and  organizaional
development for academic departments will increase and constitute the
major focus of the institute. It is anticipated that work on items | and 2 will
continue but stem from the work on items 3 and 4 above. Further, we would
like to have influence on future organizational and structural changes within
the university Lo the extent these systems relate to the lc‘uhing and research
process. Moreover, we are interested in helping the university to further
utilize the evolving techniques in the area of educational media. It is ovr
feeling that cducational media impose new demands on the university and on
university personnel. That to incorporate such technology in a creative and
effective way will require the development of highly integrated change
strategies which permit people to absorb and utilize the changes which result.

B. The institute and its director report to the Office of the Provost of the
university. The primary advantages of this location are: 1} that the institute
and its services are available 10 all segments of the university rather than
being limited by over-identification with a particular academic department or
college, and 2) activities of the institute are directly linked (o the on-going
teaching and research programs of the university. The only potential
disadvantage we see in this reporting relationship is that the institute’s
resources could be overly-committed to short range issues rather than upon
longer range activities,

C. 'The institute is housed in a remodeled bungalow on the north edge of
campus. This facility includes three offices {or professional staff, two offices
for administrative and secretarial staff, and one office for equipment and
supplies. Portions of the second bungalow are shared with another institute,
This shared space includes office facilities for two or three research assistants
and a confereace room. ‘The institute, like other campus departments and
organizations, can request the use of classroom space as well as meeling
rooms in the Student Union and the Faculty Club.

Equipment used directly by the institute staff includes the usual office
machines, mimeograph, Dennison Copier, Sony Video Tape unit. record
player. and tape recorders. Equipment such as audio-visual aids are requested
from the Educational Media Center as needed.

D.  The institute is funded approximately 60 per cent by the university
general funds and 40 per cent by restricted funds such as grants from outside
funding agencies. Restricted funds are acquired direcily by the institute from
foundations and by departments utilizing our services.
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Institute Budgel Categories

Professional  Staff:  Full-time (49 percent)—(1) director-professor  of
philosophy. (1) assistant director-assistant professor of psychology, (1) senior
research associate-assistant professor of community planning, and (1) senior
research associate-assistant professor of psychology: Part-time (9 percent)—
D) (/3 time) senior research associate, (2) (Vs time) senior research associate,
and (1) ("1 time equivalent) senior research associale.

Olfice Staff {15 percent): Full-time—(1) office manager and adntinistrative
assistant to director, and (2 senior stenographers; Part-time—(1) (2 time)
stenographer.

Research Assistants (11,5 percent) (graduate students): Full-time—(3)
research assistants: Part-time—{2) (%2 time) rescarch assistants and (1) (3%
time) research assistants.

Professional Consultants ¢4.5 percent): ' time equivalent.

Supplies, conference expenses, and publications (6 percent), discretionary
funds (4 percent).

The institute’s budget has increased at about 15 percent per year over the
past four years. The relative balance among the categories has remained
about the same.

E. The general administrative organization of the institute includes the
director, assistant director, and the office wmanager. The director is
responsible for coordinating budget, staffing, and overall direction. The
office manager is responsible for the leadership and management of the office
staff. The assistant director assists both of the above, In the absence of the
director. the assistant director and the office manager assume the director's
responsibilities aud confer with him as appropriate.

Beyond the above, the work of the institute is organized on a project basis.
Each project has a coordinator and one or more staff members. The project
coordinator provides overall leadertship, draws on other institute staff and
resources as needed, and maintains contact with the client organization {i.e.,
faculty member, academic department, campus organization, etc.). While
tonger term projects tend to be coordinated by full-time staff, each staff
person (full-time professional and office, part-time senior research associates
and research assistants) serves as a project coordinator for several projects
during a typical academic year. The emphasis on the project form of
organization stems from the nature of the tasks we confront and our feelings
about what constitutes a healthy, growing organization. The institute is
deeply involved in the on-going work of the university. About 50 percent of
our activities are workshops, short-term research projects and consultations
done in collaboration with others in the university community. Unless most
staff members can respond effectively and efficiently on short-term requests
for assistance, the tasks do not get done. Related to this, the professional staff
are all experienced in the consultation process and have career interests in
the applied behavioral sciences, Research assistants are selected for their skill
in the consultation pracess as well as in research,

While the institute is nol a degree granting agency. we do assume a sub-
stantial responsibility for the growth of development of all staff members
including students. We attempt to operate by participative management
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becyuse we feel it is an appropriate model and because others on the campus
will (ry to emulate us. Staff members are encouraged to iake initiative and
assume responsibility for tasks which streteh their current capabilities and go
beyond their more narrowly defined functions (i.e.. office staff, professional
staff. research assistant, and graduate studeat). Although this stretching is
sometimes painful, the resulting growth has been rich and rewarding.
Periodically staff mentbers also attend conferences and classes to promote
their self-development but the majority of staff training on consultation,
research, and administration skills is done as part of on-going projects.

We attempt, albeit not always successfully, to maintain open com-
munication among s1aff at all levels and across all functions. This is done
more informally than formally. We make only minimal use of formal staff
meetings as such although we feel we will have to do more of this as our staff
increases in size. Staff members are encouraged to ask if they want to know
about something or have doubts about their roles. ,

The four full-time professional staff niembers have Ph.D.’s in philosophy,
applied behavioral science (2) and experimental psychology. Three part-time
senior research associates have respectively a Ph.D. in philosophy and
masters of social work (2}, Other part-tinie senior research associates are
drawn from the university facully. The research assistants are advanced
graduate students in psychyology. sociology, and education. Of the current
staff, 70 percent have been with the institute since the fall of 1968. Thirty
percent of the staff have joined the institute over the past two years. There
have been no resignations or terminations since 1967. Research assistants
typically stay at the institute for iwo years before moving to another
assignment on campus.

F. The institute’s full-time professional staff all have joint appointments in
the institute and their respective academic departments, Their effort is
divided about 50-50 between the two appointments. We feel this arrangement
permits staff to stay current with their academic carecer and avoid the
possibility that the Institute staff are seen as “guys who talk about better
teaching and research but don’t do any.”

The institute maintains a wide variety of collaborative relationships with
campus organizations of all types. We are currently doing major
organizational development and research projects with two academic
departments, providing training programs for teaching assistants in over a
dozen academic departments, sponsoring The Graduate Intern Program
which involves collaboration with twelve departinents and four colleges, and
performing a research study for the Interfraternity Council. We staff a wide
variety of workshops for groups like the University Senate, the resident hall
staffs, academic departments. etc. We are consulted by groups, we consult
with them, and we joint them in team projects.

HI. Acdvities

A. The total staff time of the institute is allocated as follows: 1) ad-
ministrative, 15 percent; 2) teaching, 33 percent; 3) research and develop-
ment (including workshops and consultation to the university), 50 percent;
and 4} service (speeches) 2 percent, Teaching and research and development
areas are top priority. Priorities are based on the contribution o the
Q
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university and whether or not the activities constitute the potential for in-
novation over and above past practices of the univers;ty.

The staff teaches the following seminars: 1) Pre-Socratic Philosophy, 2)
Semantics, 3 Problems and lIssues in Higher Education, 4) Consultative
Methods, §) Planned Social Change, 6) Interdisciptinary Seminar, 7) Com-
munity Involvement, and 8) Organizational Behavior. Courses 2-7 ire taken
by gradeate students in business, community planning, education, group
commuanications. psychology, and sociology.

Research and Development Projects

The institute is cusrently involved in four major research and development
activities:

1. Department of Architecture. This project involves an in-depth analysis
of the educational program and administrative operation of the Architecture
Department. luterviews were conducted with thirty-three members of the
staff. Staff members also completed a questionnaire dealing with the
operation of the department.

Institute staff members are working with architecture on the application of
the rescarch findings to program and administrative operations. We are also
serving as consultants on classroom teaching, meeting effectiveness, and
orientation workshops for faculty, staff, and students.

2. Graduate Intern Program. This project involves providing guidance and
counseling for thirty graduate interns secking masters degrees in eight arts
and sciences departments, the College of Business Administration, the
Coltege of Education, the College of Engineering; consulting with graduate
faculty and twelve academic departments regarding curriculum design and
teaching methods to be used in the intern program: designing and im-
plementing a fall workshop for fifty graduate faculty members and students
on “Problems and Relationships in Higher Education,” and providing for the
selection and evaluation of the intern applicants. (This program was started in
1966 to provide equal educational opportunity for minority students wishing
to attend a graduate school)

3. Department of Pharmacy. This project is concerned with the
development of decentralized pharmacy services in General Hospital, the
development and introduction of the pharmacy technician role in the
pharmacy. and the development of curricula for a two-year associate degree
for the pharmacy technician. The project extends over a three year period
from 1970 (o 1973,

4. Development for Teaching Assistants and Faculty. This project includes
design and implementation of training programs for teaching assistants and
faculty. the design and implementation of evaluation instrumeants for the
assessment of effective teaching, participation in the design, implementation,
and evaluation of new approaches to teaching (i.e., interdisciplinary,
discussion, simulation, media. instrumentation, etc.), and the preparation of
literature on approackes to teaching-learning process.

The institute’s primary focus is within the university. Nonetheless, con-
sultation and talks are provided on a limited basis for other school systems in
the area. Consultation is also provided for other institutions of higher learning
(i.e., Bimidji College, North Central Regional Education Program, and Drexel

o Institute of Technology.)
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B. The instilute’s activities can and do originate in any one of the following
ways: 1) We seek foundation support and ask one or more departments to
join us on a project ti.e., The Graduate Intern Program). 2} Academic
departments seek foundation support and ask us to join them (i.e., pharmacy
project). 3) Departments and or individuals ask us for assistance and we
respond. 4) We sponsor seminars and workshops on teaching and learning
and ask others to participate. 5) Client groups tell others of our work and this
leads to requests (i.e., Department of Architecture). 6) Individuals read about
institute activities in our newsletter or talk with individual staff members.
Initiative stems from a myriad of sources and individuals (i.e., faculty,
students, administrators, counselors, etc.)

‘The results and or reports of our activities can take any of the following
forms: 1) We might receive a thank you letter from a participant at a
workshop we run. 2) Write-ups of workshop designs which we feel would be
especially helpful to others are distributed to relevant individuals on campus.
3) Rescarch reports (i.e.. McMicken Honors Progrum, Honors Reading
Program, Philosophy Department study) are distributed to the client systems
and relevant administrators with the permission of the client. 4) Institute
* activities are regularly reported in our quarterly IRTHE Newsletter which
goes to campus faculty and administrators and to institutes at 250 other
university and colleges. S) An annual report is prepared and distributed on
campus to key personnel (250 copies).

Dissemination of the newsletter and the annual reports have increased
institute visibility at the university and off-campus. Each new issue of the
newsletter is usually followed by six to ten new requests for assistance. We
suffer from an economy of abundance in that there are almost always more
requests for our skills than we can handle. We try to explore all requests for
help but must necessarily delay or seek additional funding or staff for a

‘request of a major nature,

We receive new information via attendance at the annual AAHE Con-
“ference, from publications in higher education, ERIC, and interested friends
who send and.or tell us about things they have seen, heard, or experienced.

C. Our services are available to virtually all groups and individuals on
campus and used by a broad segment of the same. Usually individuals call
and/or stop at our office and ask for assistance. Beyond the types of requests
already listed above, individual faculty, students, and administrators make
extensive use of our library of 200 or so books and 400 or so articles on higher
education.

The major incentives for using our services are that we are cooperative and
approachable and useful and helpful in solving problems.

D. Wefeelour activities in the areas of development for teaching assistants
and faculty, special innovative programs like the Graduate Intern Program,
and organizational development for academic departments have been the
most effective and long lasting of our efforts. Each of these programs have
attempted to focus department attention more directly upon the teaching-
learning process. One way we measure the results of these programs is by
observing the extent to which the participating departments begin to initiate
new activities and translate their learning to other aspects of their operalion.
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‘This has happened in all cases. Qur shortest lasting and least effective ac-
tivities have been oneshot talks or workshops with acpartments or groups.
{These have served as a positive public relations value for the institute). The
sense in which they are shortest lasting or least effective is that they have not
fed to further, longer-term activities. We are not, however, concerned about
this because we feel strongly about the principle of volunteerism. Unless a
client system is committed to experimentation and innovation, we do not feel
their efforts or ours would be very effective or gratifying. In other words, we
do not believe in working nphill. Perhaps, il we had many more resources and
fewer willing clients, we would (ry,

K. Our general activities are reviewed by the university provost, a campus
advisory group, institute staff, and our clients. The provost reviews the area of
our activities and our priorities. ‘The specific results of projects are reviewed
by the institute staff and our clients. Criteria employed in the review of our
work are the relevance of the activities to the improvement of the university,
the extent to which the work fosters, demonstrates, or implements in-
novation, and the extent 1o which the client finds the work helpful and useful.
The prinfary advantages of this approach are that the client has a choice
about using our services, can influence the nature of the activities, and can
collaborate in the process.

IV, Problems

Perhaps the best way to respond to your question concerning problems and
needs is to indicate two recent actions at the University of Cincinnati that will
have significant implications for the future development of this institute. The
first is the choice of Dr. Warren G. Bennis as president-elect of the University
of Cincinnati effective September 1, 1971, Those who are familiar with the
publications of Dr. Bennis (Personal and Organizational Change Through
Group Methods: The Lahoratory Approach and The Temporary Society) are
aware of his basic commitment to planned social change in organizational
life. Second, the University Senate on April 23, 1971 recommended to the
president of the university that a systematic evaluation and review of all
courses, instructors, programs, departments, and units of the university be
undertaken by the Olfice of the Provost in coltaboration with IRTHE in order
to obtain and maintain intelligible and operative feedback in the development
ol the unisersity. Ttis unticipated therefore that the functions of this institute
will increase dramatically both quantitatively and qualitatively in the years
ahead,
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DIVISION OF INSTRUCTIONAL
RESEARCH AND SERVICE

Florida State University

Robert G. Stakenas

I. Background and Institutional Climate
History of the Organization

‘The Division of Instructional Research and Service (DIRS) was estelished
in July 1968. The purpose of the division was to improve the overall quality of
the university’s instructional program. The rationale for creating DIRS
stemmed from numerous factors. Student unrest in higher education seemed
to be related to the quality of instruction being offered to students. Related to
this was (he belicf that faculty are not prepared to teach large groups ol

- students because they do not receive systematic preparation for college level
instruction. There were several units already on campus with the potential 1o
assist faculty to improve student learning but these units existed as separate,
uncoordinated administrative entities. The creation of DIRS was thus in-
tended to provide operating economies through combining already existing
units into a single administrative organization which could launch com-
prehensive and coordinated attacks on instructional problems and provide
one-stap assistance to faculty members.

“Units which existed prior to the formation of DIRS included the Media
Center, University Testing Service, Institute of Human Learning, Computer

“Assisted Insteuction (CAD Center, and Center for Research in College In-
struction in Science and Mathematics (CRICISAM). Two of the units were
renamed when DIRS was formed. The University Testing Service was retitled
Office of Evaluation Services to indicate a broader scope of activities. The
Institute of Human Learning was renamed the Research and Development
Center. The new title implied a new function, research and development in
instructional methods and materials. After a brief period, it was retitled the
Instructional Development Center to denote more clearly its mission.

In the fall of 1970, DIRS was reorganized internally to further enhance its
functioning. The structural changes involved creating three associate director
positians with clearly delineated areas of responsibility. These subdivisions
include: Instructional Research, Administration and Personnel, and In-
structional Development and Service.

Functions performed by the associate director of administration and
personnel are those implied by his title.

Units in Instructional Research include Departmental Studies Special
Studies, CAl Center, and CRICISAM. The Departmental Studies unit con-
ducts evaluations of academic departments upon their request. The
evaluations analyze all aspects of departmental operation and lead to the
development of long range plans relating to departmental personnel,
programs, and budget. The Special Studies unit conducts studies of the
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university's instructional program for the central administration. This in-
cludes studies on wtilization of instructional resources, costs of differing
instructional models, the wtal educative impact of the university on students,
elc.

The CAT Center is a research and development laboratory dedicated to
investigating how computers can support instruction. Studies done by CAI
Center personnet have dealt with the management and progranuuiog of in-
struction in courses in college chemistry, physics. social welfare, teaching
reading and mathematics to disadvantaged school children, sequential
testing. ete. Although faculty are encouraged 1o undertake instructional
projects with the center, it cannot provide support on a no-cost basis in the
amount needed for routine instruction of students. CAI Center projects are
predominately funded through external grants and contracts.

CRICESAM represents the cammon interest in undergraduate instruction
of seventeen universities and calleges in the southeastern United States. Its
cbjectives are to provide a center for the investigation, development, and
dissemination of new materials and techniques of instruction in various fields
of science and mathematics. Faculty members from member institutions
spend periods ranging from a few days to a few months as visitors. During this
time they work on projects of their own or study some of the ongoing work.

The remainder of this paper will focus on Instructional Development and
Service because this subdivision has as its primary mission the improvement
of instruction at the_university. Units included in this subdivision are the
Instructional Development Center, Office of Evaluation Services, and the
Media Center.

The number of stalf members eniployed in these units in 1968 and currently
can be seen in the following table.

Researchk. Student *

Bepartment Year Faculty Staff Assistants Assistants Total
Instructional De- 1968 2 ] 2 o .
velopment Center 1971 S 1 S 3 14
Office of Evalua- 1968 1 R R — 7
tion Services 1971 1 3 2 2 20

+ Media Center In-
structional De- 1968 3 14 2 20 39
velopment and 1971 2 20 — 29 51
Production

* Parttime employees working from 12 to 20 hours per week.

Initial and current budgets are presented in the table which follows.
Amounts listed under salaries include payments to faculty, staff, technical
personnel, etc. Part-time employees such as graduate and student assistants
have been included under operating expenses: this category also includes
supplies, telephone. ete. Capital funds were used primarily for purchase of
office. television. and audiovisual equipment,
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Department Year Salatles Operation  Capital Total

lastructional De- 1968 9457000 $14.900 $ 1,000 $ 61,600
velopment Center 1971 $96,000 $32.700 % 1,300 $130,000

Office of Evalua- 1968 $30,100 $22,500 $ 1,000 $ 53,600

tion Services 1971 $23.300 $21,500 2,500 $ 47,300
Media Center In- .
structional De- 1968 $63,000 $55,200 $46.800 $165,000

velopment and 1971 $84,700 $61,700 $21,000 $167,400
Production

Institutlonallzed Procedures for Recognizing Effective Instruction

Although services may be available to assist faculty members to improve
instruction, other conditions must be present if they are to approach this task
seriously. One essential condition is recognition and reward for good
teaching. At Florida State University this is accomplished in two basic ways,
One is to grant faculty an award on the basis of student nominations and
review by a faculty committee. The Coyle E. Moore and George Miller
awards are examples of this and have been in existence for a number of years,
The Standard Qil Company has recently sponsored three cash awards for
excellence in teaching also. These awards vary from $500 to $1000. The
second way in which more effective teaching is encouraged is through the
Council for Instruction Summer Grant Program. Faculty members submit
proposals for course improvement. Awardees are given full released-time
during the summer term to work on the course development project
described in their proposal. Approximately fifteen such awards have been
given annually since the beginning of this program in 1963.

During the past year the Board of Regents has stated that faculty being
considered for promotion and tenure must present evidence of teaching
effectiveness. Although procedures for accomplishing this have not been
standardized, there appears to be movement toward recognizing and
rewarding effective teaching at this university. This movement will not reach
fruition, however, until all academic departments weigh teaching ef-
fectiveness more heavily in their own reward structures. Although some
departments alrcady do this, they seem to be in the minority.

1i. Structure and Function
Ocganizational Objectives

As stated earlier, the purpose of DIRS is to assist the qualitative
development of the university's instructional program. As originally con-
ceived, the means for accomplishing this goal are through (1) providing
services ranging from test scoring through design and production of in-
structional methods and materials and (2} research, development, and
evaluation studies of the instructional programs of the university. Over time,
our basic objective has not changed nearly as much as our conception of how
it can be attained. For example, one operational goal is the wide spread
application and use of validated methods and materials in the university’s
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instructional program. Before this can be done, academic policies which
promote and support more effective teaching and learning witl have to be
established. Needed policy changes include nonpunitive grading systems
which would allow students to move at their own learning rates to achieve
specified proficiency levels; granting credit by examination; rew ways for
getting into and out of courses that are based on individual learning models,
ete, It now seems clear that there is a subtle and challenging role to be played
in assisting those who advocate such changes to persuade the faculty and

administrators who ultimately wilt approve and implement such policy. In our -

view, widespread improvement of the instructional program will not take
place untit it is undergirded by a set of policies which promote and facilitate

practices which are sound from an educational and behavioral science point

of view,

Organizational Relationships Within the University

DIRS is an independent division of the university. [t reports to the vice
president for academic affairs, and its director serves on the Administrative
Council which includes the academic deans and vice presidents. The subunits
are analogous to academic departments although none offer instructional
programs producing college credit. Faculty research associates hold part-time
appointments in departments related to their academic specialties. Although
their salaries are paid in full by DIRS, faculty research associates are released
to academic departments on a quarter-time basis in exchange for rank and
tenure.

Having divisional status serves an important function within the university.
It atlows the director to be a coequal with the other deans in terms of status
and access to the vice president for academic affairs. This permits the
director to compete for resources on a basis equal to the schools and colleges.
‘Thisis also true in terms of exerting leadership among the deans.

The Council for Instruction serves as an advisory group to the director of
DIRS. The council consists of twelve members of the teaching faculty ap-
pointed by the president for three-year terms. In addition to its advisory role,

it conducts an instructional improvement grant program for faculty members.

There are no well-defined academic or service departments similar to units
in DIRS other than the program for training instructional systems specialists
provided by the Depariment of Educational Research. We have worked
vooperatively by employing their advanced students as part-time assistants,
This relationship has been facilitated by the fact that many of our research
associates hold academic appointnients in that department.

There have been and continue to be attempts to establish programs and
facilities which could compete with the services which we offer. These efforts
have been hampered by the general lack of funds for establishing new
programs.

Facilities

Instructional Development and Service units are currently housed in three
locations. Plans are underway to move the Office of Evaluation Services from
its present location in Kellum Hall to the Media Center where the other in-
structional service units are located. This move will provide two advantages:
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(1) better coardination between instructional development anits; (2) closer
access for most faculty desiring to use the test scoring service, .
The Office of Evaluation Services has three faculty and administrative staff
offices, work spaces for two secretaries and two graduate assistants, and
a machine room which contains an IBM 1230 optical scoring machine and

two I1BM key punches.

The Instructional Development Center which is housed in the Media
Center occupies five faculty offices, a secreturial office, and work stations for
five graduate and three student assistants. The center also maintains a small
fibrary which loans to facully members reference materials on instructional
design, simulation, test item writing, college teaching, current issues in higher
education, and monographs on research on the impact of college on student
development,

The Media Center includes one faculty office, three staff offices, a film
library of over 5,000 titles, a booking office, audiovisual equipment
distribution center, photography and graphics production laboratories,
audiotape duplication service, and an electronics maintenance shop. Plans
are currently underway to build a recording studio and a demonstration
classroom for staging prototype projects and instructing faculty in use of
audiovisual equipment. The Media Center is responsible for maintaining a
listening and- viewing area which is housed in the main library. It includes
forty multimedia learning carrels which are used for testing devetopmental
materials and for distributing supplementary individualized learning materials
in courses requiring this type of capabiltiy.

The Instructional Television facility is administratively attached to the
_Media Center. It is located in Dodd Hall in close proximity to the Media
Center. There is one faculty office and three office spaces for produclion,
secretarial, and technical personnel. A large space is currently being
renovated to accommodate a fully-equipped production studio complex. The

ITV unit also operates a twelve-channel closed circuit system which links
sixteen buildings and fifty viewing areas.

All facilities, with the exception of the listening and viewing area in the
library, are under direct control of instructional development personnel.
Although there are unsolicited requests for graphic and photographic work,
large instructional development projects have first priority regarding
production.

All graphic, photographic, and television production equipment is under
our direct control. Audiovisual equipment available for loan to faculty for
regular classroom instruction is also included in our inventory. There are
some individualized learning centers using multimedia carrels which are
-under the control of the departments which use them. We anticipate that
equipment in the centralized listening and viewing area will become the
responsibility of the library.

A point needs to be emphasized concerning control of equipment,
production capabililies, and organizational structure. Initially the structure of
DIRS tended to be horizontal with all units reporting directly to the director.
This arrangement made it difficult to articulate production capabilities
because channels of authority required involvement of the director. As a
result, procedures for handling difficulties were time consuming. Under the
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new structural arrangement, all iustructional development and production
capabilities are under the supersision and control vt & person who is directly
involved in the instructional development program. This is the associate
director of Instructional Devclopment and Service. Sinee the associate
director is constantly aware of the needs of each of the programs and
projects. he is in the best position 1o see to it that their needs are adequately
met by the supporting production and service units.

tunding and Budget Categories

Financial support for subunits engaged in Instructional Development and
Service comes from general university funds budgeted on an annual basis.
Insofar as possible. the services of these units are offered without charge to
faculty members who solicit help on instructional problems. When charges
must be made. they are for costs of materials which may be involved. Silaries
and overhead costs are borne by the university.

Although there has been no administrative mandate to seek outside funds,
there are reasons for doing so. The productivity of the instructional
development program will depend upon finding incremental resources for
purchasing equipment, funding developmental costs, providing released-time’
for faculty to design and produce materials, ete. Since these costs cannot be
generated  through existing funding mechanisms which are based on
productivity formulae, they will cither have to come off the top of the
university’s budget or be obtained through outside funding. With state funds
becoming more limited, it will become necessary to support the instructional
development projects with external funds if their number is to increase in
relation to faculty interest and instructional need.

Presently there ire few discretionary funds that can be identified as such,
Instructional development units set aside small amounts of expense money to
be used for proaucing prototype units to acquaint faculty clients with the
process and to determine the feasibility of the instructional concept. Beyond
this, funds to support major development projects are obtained through
negotiation with the vice president for academic alfairs, deans, department
heads. and alumni foundation.

The scheduling of major projects is in necord with the following guidelines.
Preference is given to lower division undergraduate instruction, to depart-
ments which produce the greatest number of quarter hours at thot level, and
10 projects which have the greatest prospect of serving as niodels or
demonstrations of elfective instructional practices.

The present budget for the three units in Instructional Development and
Service is approximately $344,700. Major categories include: (a) Salaries and
Wages; (b) Other Personal Services (e.g., graduate and student assistants); (¢)
Expense (e.g.. supplies. telephone. ete.): and (d) Capital Outlay. Salaries and
wages comprise the largest portion of the budget, the amount being 59
percent, OPS funds account for 18 percent of the budget while Expense and
Capital Outlay account for 1S and 8 percent respectively.

Although in vperation just three years, the budget has increased from
$280.200 to $344.700. 1t is noteworthy that manpower costs (salaries plus
OPS) have increased from 66 to 77 percent of the total budget. However, this
should not be 100 surprising since resources of a service organization tend to
be concentrated in the personnel area. Capital Outlay for outfitting ITV and
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other production {acilities was initiatly high, but tended to reduce soniewhat
relative to overall personnel costs, It seems clear that manpower costs will
doniinate the budget of an instructional development progran:.

Internal Structuring and Staff Background

The internal organization of Instructional Development and Service is as
follows. The associate director supervises the three units, ie., Evaluation
Services, Media Center. and Instructional Development Center. He also
serves as director of the tatter unit. The Media Center has three area coor-
dinators who likewise report to the associate director. Insofar as possible,
decision making is based on inputs from all levels concerned with a particular
issue. We attempt to use informal channels of communication as much as
possible since this provides the flexibility needed for a production effort of
this type.

Priority setting for the instructional development program has been done
by the director of DIRS in consultation with members of the organization.
This has occurred largely because of *he director’s broad experience in the
university and the perspective which he is able to maintain by virtue of his
seat on the Administrative Council and working relationship with the vice
president for academic affairs. An important point to bear in mind is that
maintaining a viable instructional development program would be extremely
difficult without having the leader of the organization involved in the ad-
ministrative processes of the university at its highest evels.

“In-the main. consultationy with faculty clients are carried out by doctoral
levet personnel who also have academic appointments. The academic ap-
pointments are felt important in order to maintain credibility with facully
clients. Major functions served by dectoral level personnel include program
leadership. consultation, and program administration. Presently there are
seven professional staff with either a Ph.DD. or an Ed.D. These degrees reflect
training in educational psychology, social psychology, communications,
instructional development, and media. Administrative personnel in the Media
Center have master’s level training in library science and audiovisual
education. Production and technical stalf have vither baccalureate degrees or
certilicates from technical schools in the arca of their speciality such as art
illustration, photography, electronics repair. television production, etc. In all
there are thirty-two full-time faculty and staff personnel.

Part-time graduate and student assistants are relied upon heavily. The
number this year is forty-one. They function in a number of capacities.
Graduate students assist the faculty level personnel in executing major
development projects by consulting with faculty clients on course design,
media design and production, data collection and analysis for project
evaluations, etc. Student assistants are largely assigned to clerical tasks,
equipment pickup and delivery, inspecting and shelving films, assisting in the
graphics and photo labs, etc. Although it would be preferable to have full-
time employees serving the functions described above. it is extremely difficult
to obtain permanent positions for these purposes, whereas funds to hire part-
time assistants are more readily available.

O
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1.  Activities
Time Allocation and Service Activities

The proportion of time devoted to administration, teaching, instructional
development, and other services varies a great deal from staff member to stalf
member with one exception. All are expected to devote a quarter of their
time 1o the academic program of the department in which they wish to hold
rank and tenure. Those with a designated administrative position devote from
40 1o 75 percent of their effort to it. Faculty research associates primarily
engaged in instructional development may devote close to 75 percent of their
time to consulting with faculty on a short-term basis or assisting clicats who
are intensively involved in major instructional development projects.
Although we are responsive to requests for speeches and workshops, they
take up less than W percent of the expended effore.

Activities given highest priorily are those dealing with major instructional
development projects and providing standard services to faculty. Ad-
ministrative activilies are viewed as a means to facilitate the instructional
development program: therefore it is difficult to assign anything but a high
priority value (o them. Since teaching responsibilities are determined jointly
by the research associate and his academic department, the matter of priority
rests with the faculty member and how he wishes to use the 25 percent
released-time to further his academic career

Faculty research associates teach courses in a \aruly of areas including
social psychology. concept learning, use of tests in teaching and guidance,
descriptive  statistics, educational psychology, instructional technology,
instructional television, and graphics. All classes, except for the one in
graphics, are at the graduate level and are open to students throughout the
university.

Instructional research and development projects are typically of two types:
{a) major course revisions; (b) consultations which result in changes in
teaching practices and or design and production of supplementary learning
materials, Major course revisions 1o ,date include Geology 102 and
Geography 310, Both courses were changed from a traditional lecture
format to individualized tearning based on the audio-tutorial approach.
Projects falling in the second ¢ategory have been completed in a number of
areas including: instructton in ¢lass oboe, bassoon, and French horn; harp:
piano pedagogy: music literature; mass contmunications; science education;
m(rmluator) econenics: clothing design; interior design: English literature;
library science: imroduction to mathematical statistics; testing and
evaluation in the classroom; use of tests in teaching and guidance. Major
projects recently begun include: managerial accounting; a  computer
managed course in religion: and metliods and materials on college teaching.
The latter project will serve two groups: teaching assistants preparing (o
teach courses on campus and students preparing to assume faculty positions
in community colleges in Florida.

The Instructional Development Center pro\:dcs services in two broad
arcas, instructional development and instructional research. The objective of
the development program is to improve the elfectiveness of instruction by
assisting faculty members to write and use instructional objectives, to design
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and produce learning materials which can be used for group-based and or
individualized instruction. and to assist departments in revising their ob-
jectives and course oiferings. The research emphasis focuses on formalive
and summative evaluation of instractional projects. An important facet of the
research is analysis of costs and benefits to determine (he feasibility of wide-
spread implementation of particular instructional models. The center also
functions as an information dissemination agency. It prepares and distributes
copies of the fustructional Development Handbook and locally produced
tape-slide presentations on instructional development, It maintains a lending
library -of instructional materials on writing objectives, test item writing,
instructional design, educational simulation, college teaching, and research
monographs on the impact of college on student development. The center
also presents university-wide symposia.
The Media Center supports instructional development in a number of ways
in addition to supporting the academic program of the university by providing
audiovisual equipment and a film library of over 5,000 titles. These support
services include photographic and graphic production services, audiotape
duplication, and assistance in the selection and use of media. Charges for
production services are based on cost of the materials used, The center also
maintains a small listening and viewing area in the main library. It contains
forty multimedia carrels which are used for testing experimental versions of
Jinstructional materials and for distributing supplementary individualized
- materials for a number of courses. The Media Center is also responsible for
instructional television, including the production and distribution of
classroom lectures and supplementary materials. Charges for producing
televised materials are usually limited to the cost of videotapes involved.
The primary function of the Office of Evaluation Services is to assist faculty
members in evaluating student learning. This is most often accomplished
through individual conferences. 1t supports the instructional development
program by assisting faculty clients and instructional development faculty to
design appropriate evaluation procedures and to provide automated test
scoring and test analysis services. IBM answer sheets and various lypes of
standard data analysis programs are available to faculty at no cost, The office
administers admission tests for entry into college or graduate schoot,
supervises the administration of foreign language tests, orientation tests, etc.,
, and serves as a regional testing center for national testing agencies. Office
i staff also conduct research on measurement problems associated with in-

struction and assist faculty members with the development of aptitude, ad-
mission, and placement tests.

The primary target population of the Instructional Development and
Service programs is undergraduates at Florida State University. Other
populations served would include elementary and secondary school children
in the region who view films rented from the Media Center’s library and
residents in the area wishing to take tests for college admission, elc.
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Project Initation and Dissemination of Information

Instructional development activities are stimulated m a variety of ways. In
most instances prajects arise from initatives taken by individual faculty
members. For example, they may submit a proposal to the Council for In-
struction for a course improvement grant. Faculty members often call on us
to assist them in formulating their proposal. Recipients of council grants are
systematically contacted by us o apprise them of our services if a working
relationship has not been established previously. In other instances, faculty
members may call on us to assist them with specific problems because they
have heard about our services in one way or another. Another way in which
aclivities become initiated is through active suolicitation on our part. Our
initiative is usually motivated by a problem which is germane to the
university's instructional program bt for which there is no spokesman. After
identifying a faculty member who has shown prior interest and capability, we
attempt to nurture his interest by offering him assistance and resources.

Results of our programs are usually development of instructional methods
and or instructionat materials. 1t is our aim to publish descriptive project
reports where appropriate. However, we have been handicapped in doing so
because we lack an editor to oversee the publication. Thus far dissemination
of project results has been through our newsletter. Notes from DIRS. A new
series is to be initiated and will be called DIRS Reports. The latter series will
include final reports of projects and will likely undergo limited distribution,
Oun the other hand, Notes from DIRS is sent to all faculty members on campus
and to everyone off campus who has requested to be placed on the mailing
list.

In addition to Notes from DIRS. we send brochures describing our services
to all faculty at least once a year. In the fall of 1970 a new program was
initiated whereby all new faculty members received a personal call from a
DIRS representatise and materials describing the variety of services available
at no charge. Another mechanism that has been quite useful has been the
presentation of campus-wide symposia. Topics covered have included the
training and supervision of teaching assistants, instructional innovations, and
individualizing instruction in higher education, These presentations have
been all-day affairs with portions of the program being repeated so that
faculty could atteud at their own convenience. Special attractions have in-
cluded brief taiks by nationally known experts and panel discussions by
members from the university administration on topics such as the need for
cducational reform, individualization of instnuction, and the economics of
higher education.

No systematic ervaluation has been done regarding our information
dissemination program. However, we have noted that attendance at our
campus-wide symposia has increased steadily. We also receive more requests
for consultation than we can adequately handle. This leads us to believe that
our dissemination efforts are somewhat effective.

Acquisition of new information relevant to program activities is done in a
number of ways. Attendance at national meetings has been one mechanism.
Another has been through site visits fo other campuses known to be in-
novating in certain ways. On several occasions faculty research associates
have altended training conferences to learn about new techniques and to
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‘devetop new skills. We regularly do computeérized literature searches in
response to faculty requests for assistance. We also systematically review new
publications and add them to our instructional development library 1o keep it
up to date. These ideas are brought into play whenever they appear to be
relevant (o a particular instructional development project.

Obitainlng Service

Individual faculty nienmbers tend to be our clients, A faculty member may
call any member of DIRS 1o discuss instructional problems and needs,
proposed development projects or whatever. The DIRS faculty member
called can arrange for full participation by all DIRS units whenever broad
service is needed. Most services such as short-term consultation, providing
classroom films and projection equipment for classcoom use, test scoring, and
photographic and graphic production are provided on a first-come first-
served basis.

Inceatives for faculty involvement are varied and complex. Some become
involved because they seriously desire to improve the quality of their in-
struction. Others are motivated to seek a Council for Instruction summer
award which allows them to satisly two needs, i.e.,'summer employment and
course improvement. Still others seek help to solve instructional problems -
which seem to be related to declining student enrollments in specific courses,
Solutions to this typé of problem are vital 1o a depariment’s functioning since

_it is funded on the basis of credit hour productivity. General criticisms
“directed at higher education are also a stimulus for requests for service.

Program Impact

The instructional development program has been in operation for less than
three years: instructional research and development is a slow and time-
consuming process. In light of this, it is premature for us to speak in terms ol
long lasting results. We are still in the process of evaluating and analyzing the
cost effectiveness of our major projects. Some support is still provided for
their operation. We will know a great deal more about long lasting effecls
after the evaluation results have been published and the courses aré com-
pletely financed by the participating departments.

Impressionistically, vur most effective activities seem to be instructional
development projects and consultations. The symposium presentations have
been well received, but their chief function is interest building. Least effective
activities seem to be general purpose workshops for faculty and consuliations
with departmental committees. There appear to be two reasons for this. One
is that professors find it difficult 1o work cooperatively on instructional
development problems because their academic activities are oganized around
individual vested interests which they are reluctant to give up or share. The
second reason appears to be motivational. For example, workshops and
group consultations are usuatly initiated by one or two people rather than by
the group as a whole. In a sense, these groups are a captive audience with
only nominal interest in the activity. Individual consultations appear 1o work
better because the client is the one who initiated the contact and is seeking
answers for a specific problem.

Q
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Process and Product Evaluation

We have attempted o assess ourselves both in terms of process and
product. For example, consultants have been invited to examine our
procedures and internal functioning, This helped us to move toward better
articutasion of the different service components. A series of faculty meetings
was held Tast summier for the purpose of reviewing the effectiveness of owr
meernal processes, Svstemanie esaluations are being done ot our major
projects. Phese lave not been completed as of this writing. Criteriit which we
use melude: G0 mumber of students served after the course is considered
developed: (b student achicvement of course objectives: {¢) the content
vahidity of the course: (d) stedent atitudes and satisfaction; and (e) cost
effectiveness of the instructional model developed.

The criteria deseribed above have been chosen for two fundamental
reasons: they speak to the question of educational quality and the economics
of mass “higher education. In other words, ."How can large numbers of
students be served with decreasing amounts of human and financial resources
while maintaining acceptable levels of quality?” [t seems clear that both
aspects must be considered concurrently because they are so highly in-
terrelated. The advantage of this approach seems to be its utility in making
decisions on how to organize and use instructional resources. Another ad-
vantage is the empirical nature of this approach. Intuition and tradition are
supplemented (and at times contradicted) by real world data. The disad-
vantages, if they could be termed that, are that this approach is time con-
suming and expensive to implement. Moreover, there are methodological
problems yet to be resolved with regard to cost effectiveness analysis. Qur
point of view is that the advantages far outweigh the disadvaptages, We do
feel a sense of urgency in achieving progress along these lines lest our critics
become impatient for documented reports of progress toward improving the

»Laquality of instruction.

IV, Problems and Needs

X

‘The major problem facing us is o general resistance to change within the
structure of higher education itself. This may sound contradictory in light of
previous comments since the reader has tikely gained the impression that onr
programs have been successful becanse they hasve resulted in changes in
imstructional practices and materials. Yes, we have enjoyed succeess, but these
efforts are miniscule and have barely seratched the surface when the tatal
tnstructional program is considered.

Resistance to ¢hange manifests itself in a number of ways. One form of
resistance stems from the faculty’s seeming tack of desire to experiment with
teaching methods and instructiofral technology. This seems 1o be related to
the way in which university funds are generated, te., on the bhasis of
productivity formulae involving student eredit hours produced. This Munding
procedure pays for a process rather than a product. Hence, there is little
incentive to experiment with instructional methods that may replace faculty
members or require kinds of resources not generiated by the basic funding
procedure.  Departmental  value  systems  which  emphasize  scholarly
productivity and minimize teaching effectiveness also present a barrier to
faculty desiring to engage in serious instructional development activities.
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- We are now apprehensive about our ability to promote change through
infarmaltion dissemination and course development projects slone. 1t is too
time consuning and ineffective in producing widespread change. Rather, it
now seems to make more sense to work on changing academic policies which
will require faculty members to think and behave in new ways.

Existing departmental value systems may create problems for instructional
“deselopment faculty striving to earn promotions and tenure, Since DIRS
faculty research associates must hold academic appointments for purposes of
rank and tenure, they find themselves working at cross puposes at times. This
could result in high turnover for us if facufty research associates are unable to
meet departmental slandards for promotion and tenure. To guard againsg
this, instructional development faculty are urged to plan their service ac-
tivities in a way that will lead to some type of scholarly productivity, Wiih
-increasing demands for service, this is not always possible.

One area still bothersome is that of meaningful evaluation and cost ef-
fecliveness analysis, Traditional evaluation designs arc not always relevant
because of a lack of adequate baseline data, or the creation of courses which
have no prior history. Without such data for comparison, it is difficult to
‘argue thal the revised course is doing as well as, better, or poorer than this
course in some other format. To guard against this problem, we are at-
tenpting to collect appropriate baseline data as soon as new projects are
“identified and to implement revised procedures and maiterials on a limited
basis while continuing to run the original course in parallel if at all possible,

We have had some ceordination problems but these have been eased by a
structural reorganization as well as consolidating personnel in one location,
We have found that keeping personnel in close physical proximity greatly
facilitates communication and articulation of activities.

The university is now moving into a period of reduced financial resources.
This may mean personnel and financial cutbacks which could reduce our
level of productivity. One way to deal with this would be to seek outside
grants {or supporting our {arge instructional devefopment projects. Being a
relatively new organization on campus, our greatest continuing need is for
administralive support so that we will be able to demonstrate the worth of our
services to the instructional program of the university.

O
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OFFICE OF INSTRUCTIONAL RES(‘)URCES
University of Hlinois, Urbana
Charles J. Mclntyre

1. Background and Instructiona! Climate

A. Prior to the formation of the Office of Instructional Resources there
were two organizations with somewhat overlapping missions, One was the
Office of Instructional Television (which 1 headed), and the other was the
Office of [nstructional Research. In 1964 these two offices 'were merged. The
two offices had a combined staff of about seven people. The Office of In-
structtonal Television had a budget of about $86,000. and the Office of In-
structional Research had a budget of about $62,000.

B. There was really very little going on here with reference to improvement
of instruction prior to the time that the Office of Instrlictional Resources
(OIR) was formed. [ can think mainly of the Motion Picture Division within
the Colleges of Communications. the photo-lab which is attached to the
Office of Public Information, and the [ilm projection service which is ad-
ministered by the Physical Plant, There was also at that time a group working
on computer assisted instruction and this was housed in the Coordinated
Science Laboratory. This has become a very significant component not within~
the jurisdiction of OIR. There has been very little shifting around since the
formation of the office. We have seen our task in this particular context as:
(1) cooperating fully with those other agencies already in existence and (2)
developing services not already available.

C. 1. Our Measurement and Research Division has developed and ad-
ministers a Course Evaluation Questionnair¢, Although this is a private
maftter between our office and the instructor who is rated by his students,
those who achieve high rankings (requently present this as a significant item
in their annual report, and it may thus help them 1o get promoted.

2. Various student bodies in several of the colleges select a “teacher of the
year.” ‘

3. We have a system of Summer Instructional Awards which are given on
the basis of a formal proposal to spend one’s time during the summer to
significantly improve some course upon which he is working. About a dozen
professors get one of these awards each year. The award recipients are
chosen by a faculty committee. A professor with such an award has no other
responsibilities for that two months than to implement the proposal. In the
fall that person who seems to have made the best progress and use of his time
is awarded a $1,000 bonus.

1l. Structure and Function

‘A.- The Office of Instructional Resources is broadly concerned with the
- improvement of instruction to assist the faculty in the use of new techniques
and media, to pedagogical advisement, through the measurement of student
~achievement and other instructional outcome and through studies of the
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intluence on academic achievement of factors from within and outside the
classroom. T have a teatative idea in my head as o fiow the organization
ought to grow, and there exists o ten-year plan. There has not been much
change in our long-range planning ¢xcept that which is dictated by a lack of
money. We would like to start an aunto-tutorial laboratory and a media in-
formition service. These, along with our acute need to add to the staff in
Course Development w il be priority iteais until they are achieved.

B. ‘The director of the Office of Instructional Resaurces reports to the vice
chancellor for academic affairs. This s helpful in that the vice chancellor can
see and act upon our needs and contributions in terms of the academic
program of the entire campus. Being attached to the vice chancellor's office
may in some cases result in our evaluation projects being regarded as “spies”
for the central administration, In fact, however, our study reports are always
submitted only 10 the requesting agency or individual and given further
dissemination only if those parties desire it.

C. OIR is divided into four main components: (1) Course Dovelopment
Division: (2} the Measurement and Research Division; ¢3) Instructional
Materials Division: and ¢4 the Television Division. We are not all housed
together The Office of the Director and the Course Development Division are
housed in 1457 square feet of space. The Measurement and Research
Divisions will in a month or two move into a remodeled facility with 5,228
square feet of spave. The Instructional Materials Division has 2,887 square
feet of space in its main office and 712 square feet of space in an auxiliary
office in the College of Education. The Television Division has Tour studios,
the latest of which is quite large and equipped for color. All of the facilities
described are under our direct control except the Television Division which is
also used for training of students in the use of television and for public
broadeasting. Our equipment consists of a terminal connection 1o the main
camputer center, a substantial array of A-V facilities, and a television studio
which is professionally equipped but only partly under niy control. ‘
BD. OIR is funded almost entirely from state-appropriated funds. We are not
regguired to seek outside funds afthough we have from time to time done so. In
allotting the budget to the divisions, Fusually withhold a certain amount to
use for something whiclt comes up later that looks promising. Our present
budget is 1 the neighborhowd of $600,000 which we subdivide by divisions
and then within divisions. About 50 percent of the bydget goes (o the
Measurement and Research Division, 25 percent to the Television Division,
13 pereent to the Instructionsl Materials Division, and 10 percent to the
Course Development Division. Changes over the years have primarily been
increases which reflect increased operations or new divisions.

k. The director and the division hieads make most of the decisions within
the office. A great many of the decisions are made by the division heads, with
the more sensitive ones usually being referred to the director. We have ap-
proximately forty-five full-time equivalent staff with perhaps a half-dozen
more in the Television Division for whom we pay indirectly. Our professional
staff members are nearly all Ph.D. or Ed.D. people. The rate of turnover for
the professional staff is quite low. Where our turnover is highest is in those
instances where we employ married women whose spouses get their degrees

and feave. We do some in-service training in order 10 up-grade personnel. We
O
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do employ students and in a few instances have sery well developed inservice
teaining for them, .

F. In general there are no offices like this one elsewhere on the campus. A
notable exception is in the College of Agriculture where Lhere is a man who
does most of the work similar to ours and is on joint appointment with this
office. Thus he frequently refers jobs to us which he can 5ot accomplish with
his smaller staff and facility capability.

111, Activides

A. T would estimate that about § percent represents the propostion of total
staff time engaged in administration. A similar amount is engaged in teaching.
Fifteen percentinresearch and development and the remaining 50 percent in
service. (Here 1 am assuming that the development of materials is a service
function.) Our priorities are about as foltows: service activity first, research
and development second, administration third, and teaching last. Our people
from the Mcasurement and Rescasch Division teach courses in statistics and
research design. The others are more likely to teach basic audiovisual courses
and instructional technology seminars. The students are mainly graduate
students but in some cases upper-level vndergraduates. Research and
development project areas would include such things as the development and
validation of a course evaluation questionnaire. research on proficiency
examinations, research on grading practices and particularly the charac-
teristics of the students in the pass/fail option which has just recently been
adopted he.e. Service has mainly to do with the development of instructional
materials such as overheads, slides, cte., development of television programs,
and test scoring and analysis.
B. People seeking our services find us through a number of routes. For
example, each of our divisions puts out a listing and description of its func-
tions. A referral may be made from one division to another. Occasionally
prominent administrators such as the president or chancellor may mention us
in a speech or paper. and the vice chancellor for academic affairs also often
will not give special funding for a project until the OIR role and possible
involvement is explored. Results usually can only be inferred. (1) Persons who
wint test scoring and interpretation usually get what they want quickly and
come back again. (2) Those who want some typical visual aid usually leave the
Instructional Material Division satisfied and are likely 1o come back again. (3)
Course Develapment is a much longer process which normally runs over
several semesters, and its impact is very difficult to measure. However, there
are several courses with which we have worked intensively. In the depart-
ment's opinion the results of the course revision have been beneficial, and
there is some data also which suggests that students’ acceptance of the course
has gone up. Television is experiencing a different situation. On the one hand
the number of courses which are esseatially lecture demonstrations on
videotape has declined quite a bit. On the other hand there has been con:
siderable activity throughout the campus in buying and using small recorders
which can be used in the classroom to demonstrate phenomena which are
difficult to observe or for self-observation by teachers, people in dramatics,
and people in the dance curricula. as examples.

The dissemination of results depends largely upon who initiated the project

E...l S, B

&) 'r desires. Occasionally the vice chancellor or a committee of the
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senate or some such body may ask for some rescarch. In that case we would
probably dissentinate results rather widely because the iequestors desire that.
On the other hand we may be asked for help from a particular individual ot
from a particular department. Indeed, this is the most common form of
referral. o those cases the results go back only to the individual or depart-
ment that requesied them unless they would like the results distributed more
widely, Tnformuation about OIR is distributed in several ways: by letter w
everyone on the faculty; by workshiops or seminars gequested by a depart

cmient; and somenntes by other individuals who know about us and will

O
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recommend QIR toa third party. In any event, people come to us from some
source of informaltion, and we do not usually ask them why or where they got
their information. New imformation generally comes to us from three sources:
(D) the journals; (2) conventions (AECT, NAEB, AERA, etc.); and (3) per-
sonal contact, We act upon new ideas if they seem useful by modifying them
to our own program or by passing thent on to others whom we think might be
interested.

C. Any department, academic or non-academic, may use our services
providing itis forinstructional purposes, They go about it by calling us on the
phone or making a visit to discuss the problem. For the most part the in-
centive comes from the teacher himself who wants to improve his ef-
fectiveness and comes to us seeking help to do so. In many instances they are
allotted released time for currying out their instructional improvement
project, and I have already mentioned the Summer Instructional Awards
Program.

D. Perhaps the longest lasting resuli has been the development of the
Course Evaluation Questionnatre. Thousands of students use this each year
and some departments require evaluation like the"like the CEQ" as a basis for
promotion when teaching ability is cited as a reason for promotion. Our
shortest lasting results in terms of substantial projects have been in the area of
tetevision lecture demonstration disseminated over closed-circuit to hundreds
fof students. This has been a diminishing activity over the past three or four
years, ‘
E. Everyone and no one evaluates our activities. What I mean by that is that
the hundreds of facully members who use our services undoubtedly leave
with a good feeling or with a bad one. Queslionnaire surveys of faculty at-
titudes toward various facets of OIR yield predominently favorable results,
Another key evaluator is the vice chancellor for academic affairs who
controls our budget and, considering the money pinch we have been in, |
think he has treated us very well. His evaluations, T assume, come from
contact with other faculty.

1V. Problems

A. A major problem liesin the fact that we have not learned how to use the
very powerful medium of television in serving a central role in the teaching
process. Secondly, we need 1o strengthen the Course Development Division
with more personnel who are skilled at working with faculty in the process of
course improvement and who also know enough abour the media to suggest
how media might help with the solution of a departme - tal problem. -

B. We need money, space, and people. Under present fiscal constraints, 1
do not know how much of any of those are going to be available.
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CENTRE FOR LEARNING
‘AND DEVELOPMENT

McGill University, Montreal, Canada
Mareel L. Goldschmid
. Background and Institutional Climate

A. A proposal 1o establish a university department concerned with studying

- problems relevant (o the improvement of higher education was approved in
principle by the McGill Senate at its meeting of Apri! 19, 1967. An ad hoc
committee was then appoinied lo make specilic recommendstions to
McGill's Academic Policy Committee. These recommendations were ap-
proved by senate early in 1968, A search for a chairman was then initiated. In
June 1969, Dr. M L. Goldschmid was appointed director, and the centre was
finally off the ground. The annual budget proposed by the ad hoc committee

- was $47.000. The actual allocation to the centre in its first year of operation
amounled to almost $70,000. In addition, McGil} established an Educational
Development Fund of $100.000 in order to encourage experimentation and
innovation in the classroom, particularly in large undergraduate classes.
Originally, the staff, besides the director, included three assistant professors
(two {ull time, one half tmel, three research assistants, and a secretary.,

B. Before the centre was established, the Educational Procedures Com-
mittee, a subcommitiee of the Academic Policy Committee, was charged with
the encouragement and coordination of educational experimentation, but it
~had only very limited funds available. {t published a bulletin at irregular
intervals. Some of the students a1 McGill began to play an active role with
regard to educational reform in {465, A group of activists under the aegis of
the Student Society and the leadership of mathematics’' lecturer Donald
Kingsbury conducted the “Project in Course Design” in the summer of 1966,
This group played a major role in “encouraging” the university to establish
the Department of Higher Education.

€. Well defined and generally accepted institutionalized procedures for
recogaizing or providing visibility to good instruction are lacking at McGill.
Methods and criteria used in evaluating a professor's competence in teaching
vary [rom department to department and from faculty to faculty and are
generatly ill defined and unknown to individual professors. The relative
weight assigned to teaching effectiveness when hiring, promotion or tenure
are considered also vary considerably in cach case. On a [ew occasions,
students (for ¢xample in arts and science and engineering) have published
course guides which presented their view of professors’ teaching el-
fectiveness,

I.” Structure and Function

A. The major purpose of the centre is to improve the learning environment
and methods of teaching and learning at the university and at other levels of
education. In its first two years, CLD has concentrated on university in-
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steuction with four major objectives: (1) To increase awareness among
professors and students of the critical need to evaluaie current teaching and
learning methods as well as o offer constructive alternatives on both a
conceptual and practical Tevel (2) To consult with individual professors on
mstructional problems and o assist instructors and students who propose
mnovations and experimentation, in designing and evaluating new caurses
and programs. {3 To identify existing university structures and programs
which are conducive 1o educational progress and those which bloek it, as well
as to propose and help develop new structures and programs which will
enhance educational reforn, (4) To conduct research on relevant issues.

The maujor activities of CLD in the past two years have attempted 1o meet
these objectives. Recently we have come to the conclusion that we should
emphasize the third and fourth objectives in order to achieve more significant
overall changes and a more broadly based reform. Intensive work with a
relatively small group of individual professors on ordinary day-to-day in-
structional probiems is time consuming and does not necossarily require
professional manpower. Extensive structural and institutiona' changes appear
necessary and are potentially more promising with respect to the centre’s
major purpuose.

B. The following chart indicates the centr2’s place in McGill's ad
ministrative structure:

[ Vice Principal {Academic)

VEA
Administrative L
Units Pirector of Educational Development
DED
Centre for Learning Instructional Communications
Grants Committee for and Deselopment {Audio Visual) Centre
Educanonal Development Fund:f [ ('5‘“ Kf
- VPAL Chairman N /
- DD member Fducational Development Board — EDB,
- Director, CLD mentber o DED (chdirman)

= 1 professor
= 1 student

== two members of CLD and 1CC
— professors tincluding representation from

- Faculty of Education and Computer Science Cenlre

-- ) students N E‘l“
Academic Policy Comntittee: NZIK

Retevant VPA -~ Chairman

Faculty Committees and < DED -~ member

Legislative Units DED — «plus professors and students)

I

Senate:
Principal tPresidenty - Chairman
VPA —member nozgy
plus administrators,
professors, and students

[MCS()
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By having to report 1o the vice principal through the director of educational
development, the centre is removed by one step from the top administration.
On the other hard it hay a spokesman there and cooperation with 1CC is
facilitated. The Educational Development Board is advisory 10 CLD and was
set up to help coordinate educational efforts across the university in genceral
and anong the relevant agencies in particular. CLD proposals concerning
changes in the university structore have a relatively long way to go (via two
other committees) before they are considered by the university's legislative
body (senate). The centre is affiliated with the Psychology Department, but
has an independent budget.

C. The centre is located in space allocated to the Psychology Dv.partmem
A move to larger quarters is planncd in the immediate future, since present
facilities are inadequate. The centre now occupies four staff offices, one
office which is shared by a parl-lime staff member, graduate students, and
research assistants. two secretaries’ offices, and a small library. We have
requested space for more staff and student offices, a conference room, a
workshop room, and experimental classroom. The centre is located in the
Biological and Medicat Science Complex, off the main campus (about five
minutes walking). In addition to office equipment (furniture, typewriters,
etc.) the centre owns one VTR and a monitor, two tape recorders, two slide
projectors, slides, films, tapes and a good collection of books and journals
and rents a time-sharing computer terminal (teletype).

D. An annual budget is allocated to the centre from McGill's operating
funds. The centre secks outside funds for rescarch purposes (for team or
individual efforts). An Educational Development Fund of $100,000 was
established together with the ceniie to support experiments in learning and
teaching methods. The ‘centre evaluates all applications for financial
assistance for the grants committee {s¢e chart) which allocates the funds. The
cealre’s budget for the second years was increased to $82,400 (pius $3,800 for
equipment). Due to McGill's severe financial crisis, the budget has not been
increased for the third year. Over 87 percent of the budget is allocated to
salaries, the other categories include equipment, travel, books and materials,
and stationary.

E. The centre's staff presently consists of the director (associate professor},
one associate professor, three assistant prolessors, one research assistant,
four graduate students, two secretaries, and part-time help and volunteers.
Four of the professors have their Ph.D.'s in psychology and one in
educational psychology. The research assistant has a B.A. in psychology, and
the students are doctoral candidates in psychology. Only one professional
stafl has left so far to assume an associate directorship in a similar centre in
the Atlantic provinces. All major decisions are made by the group in bi-
monthly or special staff meetings. In-service training consists of frequent
individual consultations and a regular seminar. With respzct to the graduate
students, the centre follows an apprenticeship model. The students par-
ticipate in consultations, workshops, faculty courses, and research projects.

F. Fourof the staff members have joint appoi‘mments in psychology (faculty
of science) and one in educational psychology (faculty of education). Close
relationships are maintained with the Instructional Communications Centre
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and the Faculty of Education. Reeently the centre invited some tifteen
professors from o cross-section of the university's [oeulty to become CLD
Associates. The exact nature of this affiliation has not yet been finalized, but
the expectation is that the associates will serve as liaison between CLD and
departments  and  provide feedback regarding important instructional
problems on campus and the centre’s activities. The center staff consult with
individuals and groups of professors, departments, and facultics across the
university, and the administration.

HI.  Activities

AL The major activities of the centre are listed below, (For details see an-
nual reports 190970 and 1970-71.)

I. Dissemination of Information. The centre coordinates and disseminates
written information on educational innovations and the experimental and
psychological principles of learning by: (a) Maintaining a library of relevant
books and articles. {(h) Publishing a monthly bilingual newsletter. (e) Holding
seminars and participating in departmental teach-ins and meetings. (d)
Contributing  articles to the McGill newspapers. {e} Contributing to
professional journals (See list of publications in annual reports), '

2, Consulting. A major portion of the centre’s work takes the form of con-
sultation with McGill professors and students ort instructional problems and
innovations in the classrooms. In 1969-70, for example, CLD staff conducted
some 240 interviews with instructors and 80 interviews with students at
MeGill and elsewhere.

1. Faculty Workshops. CLD offers faculty workshops which enable par-
ticipants to become actively involved in modern educational procedures such
as the specification of educational objectives, programmed and computer-
assisted instruction. the use of media, student and course evaluations, the
technigues of handling group discussions, instructional options, the learning
cell, and individualizing instruction.

4. Course in Instructional Improvement. Two CLD courses are offered, one
to faculty and one to graduate student teaching assistants with an enrollment
of about fifteen participants each. The courses. consisting primarily of self
instructional materials. are designed 10 enhance teaching skills. Data are
being collected with an eye toward improving the courses and adjusting them
to the specific needs on campds. Two CLD stalf members and three graduate
students are involved as staff in these courses.

5. Rescarch. (a) As mentioned earlier the university established a $100,000
tducational Development Fund to support experiments in learning and
teaching methods. The centre helps design and evaluate applications for
financial assistance. By now some twenty projects have been funded. (b) In
addition CLD staff are involved in their own research in the areas of cognitive
developraent, instructionul options, computer-assisted instruction, learning
French, classroom climate, laboratory instruction, and individualizing in-
struction.

6. Course Evaluation. Another major activity has been the development of
resources {e.g., questionnaire items) for course evaluation in an effort to
increase student-instructor feedback and 1o provide professors with valid
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information to improve their courses. A course evalualion questionnaire has
been tested in a number of classes for research purposes. A system of course

* evaluation is being developed. including appropriate computer programmes
and an instructor's manual.

7. Conference, A major conlerence on "Instructional nnovations in Higher
Education,” held at McGill in November 1969, was organized by CLD to
acquaint professors and students with modern teaching techniques. A second
week-long conference will take place tn Octaber 1971 as part of McGill's
sesquicentennial celebration.

8. Slide Show. The staff prepared an audio-visual presentation to acquaint
educators and other interested persons with the activities of CLD. A second
stide show for the October conference is in preparation.

9. Meetings. Staff members attend international, national, and local meetings
of major professional organizations and present papers and parlicipate in
symposia.

10. Student-Centered Activitles. (a) CL.D staff consult with individuals and
with groups of students. (b} CLD staff helped train vofunteers for and con-
sulted with the Student Information Centre. (c) A series of tutor training
workshops were offered to advanced undergraduates and graduales who
serve as tutors for McGill students in 1969-70. (d) CLD offered specificaily
designed encounter groups to the incoming freshmen orientation in the fall of
1970. (e} Student encounter groups were run by the centre during both the fall
and spring terms in 1969-70. The centre has evaluated this experience in
interpersonal communication.

11. Involvement in Campus and Community Activities. CLD staff have been
members of the senate, Academic Policy Committee, Board of Studies,
Educational Developinent Board, Senate Committees on Instructional
Communications and Information of Communication, Grants Comniittee,
Research and Graduate Studies and Program Revision Committees of the
Faculty of Education, and a provincial inter-university committee on teaching
methods. among others. We also serve as consultants to or work with
UNESCO, various universities, schools and other institutions in Montreal,
Quebec, Canada, United States of America, and other countries.

B. The centre’s aclivities are largely determined by its purpose and ob-
jectives. With respect to specific content an effort is made to assess the needs
and interests of faculty. For example, the workshop themes have been
decided on the basis of the responses to a questionnaire sent to all professors.
In the case of the (LD courses, workshops, newsletter, seminars, CLD
‘associate meetings, conferences, encounter groups for students, and CLD
research, facuity andr students have been invited by the centre to par-
ticipate. In the case of consultation, some departmental meetings and
committees, we are approached by the faculty. '

C. The centre's services and its users have been described in A and B. The
incentive for using our services is mostly a desire on the part of an individual
instructor to upgrade his teaching performances and or to acquire research
funds from the Educational Development Fund. At present litile or no
pressure is apparent by students or departments upon individual professors to

Q
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unprove their teaching. Nor are there clearly defined and visible external
rewards available for such efforts.

D. Since the centre is only in s second year, it is extremely difficelt 1o
discern “long lasting results” of ity elforts. A tentative conclusion might be
that activities involving groups (e.g.. workshops und newsletter) are more
effective and efficient than indinvidual consulations. Also, as mentioned
earlier, it appears that consultation with larger units (e.g.. a department or
faculty) or the administration with respect to structural and institutional
aspects affecting instruction (e.g., programs, time table, credits, evatuation of
students, ete yare potentially more promising and more in line with the stafi's
professional qualifications than “technical” consultations with individeals.
E. The evaluation of the centre’s activities is severely hampered by the lack
of readily avaitable or acceptable criteria of effectiveness. No specific body or
group is charged with the evalustion of CLD'S performance. CLD staft,
however, are continuously engaged in seeking feedback on its activities from
the campus. For example, an evalvation of the newsletter has been requested
from the readers. Each workshop is assessed by the participants. So are the
CLD courses. CLDY consultations with faculty are also evaluated by the
consultees,

EV. Problems

A, A number of problemy the centre has encountered have already been
mentioned in the foregoing.

l. Rewurds for Effective Teaching. 1t is difficult to rank the problems in
order of importance, but perhaps the most eritical one is the relative lack of
external eewards for elfective teaching. While it is generally agreed
throughout the university that the gquality of teaching should be considered in
the hiring, promotion and tenure of faculty, its importance is sertously
questioned by many instructors, As fong as an individual professor perceives
his carcer aspirations to be dependent primarily on his research grants,
publications, and perhaps seniority, it is highly doubtful whether he will spend
much effort in improving his teaching effectiveness, There are many ex-
ceptions, of course. Ironically, the impression which is emerging is that il is
primarily the better teachers who use the services of the center.

2. Preparation for and On-theJob-Training in  University Teaching.
Generally speaking. university professors do not undergo specific training in
instruction either before they begin teaching nor afterwards. A professor,
then, is entrusted with major responsibilities and @ difficult task without
proper guidance and assistance. In few, if any, other professions can one find
a contparable situation. Perhuaps more significantly, while this state of affairs
has been known and debated for a long time, it continues to be tolerated
without major changes. The same thing can be said about the problem of
rewards for teaching.

3, Release Time. If professors are expected to significantly improve their
instruction. it is probably necessary 10 provide them with short study leaves.
University tzachers find themscelves typically pressed for time to carry out
their many duties and fulfill their commitments. A major “overhaul” or
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updating would therefore probably require a free period sel aside for this
purpose possibly onee every few years. Such an arrangentent would also serve
o reinforce the importance of good teaching practices.

4. Financlal Assistance. The centre bas been fortunate in having the supporl
of the Educational Development Fund. Regrettably this fund is almost
depleted. It wilt be difficull to replenish it. Instructors shouid have at least
small sums available on a continuous basis for innovations. This should,
~however, not serve (o make instruciion generally more costly, but rather as a
further impetus to educational reform. In fact, experimentation which
promises to reduce cost in the tong run should be more strongly encouraged.

S, Technical Assistance. A small team of instructional consultants such as
exist in the centre are unable to provide technical assistance on day-to-day
instructional problems to any considerable number of individuals. Nor are
they in a position to engage in vital follow-ups and evaluations of im-
plementations. Perhaps aninstructional development agency should have two
closely related and interdependent services: a consultative service regarding
higher level and broadly based problems for administrative units and
technical assistance for individual insfructors. CLD is now exploring the
differentiation and priorities and the possibility of establishing these two
types of services.”

6. Flexibility of the Instructtonal System. Repeatedly the centre staff have
encountered difficulties in bringing about changes in one course or program
which impinge on higher level administrative units. Proposals are entangled,
delayed and watered down in a maze of conimitiees, subcommittees, ad hoc
committees, and legislative groups. Possibly an officer reporting directly to
the principal could be charged with speeding up innovalions, ex-
perimentations, and instructional changes.

7. New Role of Students, Practically all major principles involved in ef-
fective instruction imply fundamental changes in both student and teacher
roles. I instructors are willing to make an effort and if they have the
necessary assislance to improve instruction, a corresponding desire and
reorientation vn the part of students will be necessary. Many potentially
eflective innovations have failed because the students have clung to their
conditioned role of “passive absorbers.” It is therefore essential that attempts
to change instruction be concentrated in the first year before students
become entrenched in a passive role. Paradoxically innovations are
predominantly initiated in the fourth year.

8. Budget. The problem of inadequate funds is not listed last because it is
least important, but because every such agency, indeed perhaps every
univeesity unit now suffers from it. However, when one considers the purpose
of the centre and its resources, one is confronted with a problem of
unrealistic expectations. McGill has approximately 1,200 full-time and 600
part-time staff members. This is the "pptential clientele” of a stalf of four full
time and one half-lime professionals. The expenditure at McGill in 1970-71
totaled over 47 miilion dollars (exclusive of research). Of these less than 0.2
percent were allocated o the centre “to improve the learning environment

Q
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and methods of teaching and learning at the university.” For research the
totat expenditure at MceGill in 1970-71 amounted 1o i3 million dollars, The
$100,000 allocated to the Bducational Development Fuad to "encourage
experimentation and innovation in teaching and learning methods” represent
about 0.7 percent of this amount.

A Final Note

Problems such as mentioned in the last scetion notwithstanding, it is very
encouraging to note the expanding concern of universities to improve their
educational practices. “Instructional Development Agencies” have been
proposed or are being established at an ever increasing number of Canadian
universities. Another trend also appears to emerge, Centres such as CLD may
mcereasingly be called upon to provide information regarding various in-
structional alternatives and their cost-benefits. In the light of stringent
economies applied to university budgets, this flinction could easily assume
the highest priority in such centres and give them « new and perhaps more
solid “raison d'etre” in the near future.
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CENTER FOR RESEARCH
ON LEARNING AND TEACHING
University of Michigan |

Stanford C. Ericksen
1. Background and Institutional Climate

A. The Cénter for Research on Learning and ‘Teaching was launched at the
University of Michigan in 1962 by the Board of Regents, following the
recommendation of the Faculty Senate Committee on the Improvement of
Instruction, and its Ad Hoc Committee on Programmed Learning and
Related Activities. The center began with one staff member, Stanford C,
Ericksen, who was appointed its director and with a joint appointment as
professgrin the Department of Psychology. The budget for the first years was
$44,000.

B. Noagency at the university had been specifically devoted 1o the research
and development of college-level instruction, although the TV Center, the
Audio-Visual Center, the EFvaluation and Examination Division of the
Psychological Scrvices Center, ete. had provided aids to teaching. ‘These units
all continued to function after the center was established.

C. Numerous awards in recognition of good teaching are made at the
University of Michigan. They are piven at all levels, graduate and un-
dergraduate, and within separate departments, as well as within the particular
schaols such as the School of Medicine and the School of Engineering.
Annually a number of faculty members are honored. for distinguished
teaching on the basis of nominations from the university as a whole, Com-
petence as a leacher is an essential factor in the department and college-level
review of faculty members for promotion.

I1. Structure and Function

A. 'The center was established to fulfill two general purposes, service to the
faculty and research on the improvement of instruction. The service function
inclsdes workshops for small groups and the Memo to the Faculty series
which providesinformation on new developments related to college teaching.
Individual and department consultation on specific problems is the most -
direct service contribution. Continuous research has been conducted in (1)
human learning and its applications. (2) the personal development of college
students, and (3) the instructionat uses of technology. The early interest in TV
and programmed learning has changed to focus on the computer and its
applications to education.

B. CRLT is attached to the Office of the Vice President for Academic
Affairs. This position makes obvious its function as a unit to service the entire
university complex, white using all university resources pertinent to in-
struction.

C. During its first nine years the center occupied a large house on the
periphery of the campus which bad been sumptuously remodeled by a non-
university group organized to develop and market technical aids for in-
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stroction. Recently the center has mosed (o an old building, also at the edge
of the campuis wlitcdwas expemsively renovated by o groap promoting the use
of computers. Thus the center has (wice inherited comfortable quarters from
groups which had technological expertise, but inadequate programs—a
opractical and daily reminder to guide our own operations. CRLT now oc-
cupies half of this three-floor building, s quarters including about twenty
offices for staff and graduate students working on research at the center, a
hbrary, wo lirge roonss for seminars and workshops, and  space f{or
secretarial services. Equipment includes a keypunch and two computer
terminals linked to the university’s computer system. Programmers and
coders are available to the faculty, The instructional uses of television are
supported by u joint staff mentber of the TV Center and by a transfer of funds
and the joint purchase of equipment for classroom experimentation, The
center maintains a specialized library of books, pamphiets, and journals.
1). The center operates basically from university funds (approximately
$350,000 per year). About $25,000 of this money is earmarked as the “in-
structional development fund,” uscd to promote and encourage instructional
experimentation by faculty menbers throughout the university, Other than
this itera and the "Current Expense” budget, the budget covers acadeniic and
non-academic salaries. The university contribution has increased at about §
to 7 percent each year: no major increases or deletions have occurred since
the center started in 1962, Rescarch funds from outside sources are used to
carry out projeets of special interest to the professional members of the staff.
E. To date, it had Hol been necessury to establish a formal hierarchy of
administrative responsibilities. Major decisions on policy issues are reviewed:
by the eatire staff at the bi-weekly staff meetings. With about twelve part-time
staff members we find that, on an average, one will leave the center each
year. The center is not an academic training uait, but usually from six to
twelve graduate students participate as research assistants. These siudents
come from general psychology. experimental psychology, social psychology,
education, the combined program in education and psychology, ete.
F. Normally the professional stalf members carry a joint appointment in an
academic department and spend one-fourth to one-half of their time as
teachers in these units. Promotions and advancements ate, therefore, closely
linked to the department status of the individual staff member. In the fali of
1970 a faculty advisory comniittee to the center was appointed. This five-man
committee is made up of senior faculty members representing different
schools within the university. Its main function is to review policy decisions,
c.g. the balance between research and service and to suggest various
programs that the center might consider for informing and supporting the
teaching faculty. The center serves as a referral agency in directing faculty
members to other units within the university.
fIt,  Activities

A. Questions of priorities among teaching, research, and service are usually
aired in our staff meetings. During the current year. for example, the center is
stepping up its direct service activities in lieu of seeking new outside research
funds for specific projects. Our teaching is usually within the normal
curricular offerings of the home department. The only special course is an
undergraduate offering in psychology, “Adult Learning in the Natural Set-
O
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ting,” which reflects the work of the center. CRLT is a participating member
of a statewide computer network for instruction which promotes ex-
perimental uses of the computer and evaluation of its effectiveness as an aid
to teaching. A second area of research is the training of the apprentice
college teacher. A five-year U-M College Teacher Training Program, sup-
ported by the Danforth Foundation, is being conducted in the departments of
Botany, Physics, Philosophy. Psychology, and History. A third research area
is in student development—the motvational, social, and personality factors
which influence academic achievement. Special attention has been given to
the effect of residentially-based programs.

B. Perhaps our most important mode of dissemination is the Memo 1o the
Faculty series, a copy of which is attached. Approximately 3.000 are
distributed on campus, but 10,000 are printed for distribution to our regular
mailing list in schools throughout the country and in many foreign countries.
The center has carried the main financial and editorial responsibility for
Experimentation and Development in Instruction, an annual abstract of
reports from the C.1.C. (the Big Ten universities ptus the University of
Chicago). The seven issues to date represent an excellent operational
definition of how college teachers are involved in instructional ex-
perimentation.

C. The center serves the faculty, but “we never go any place we are not
mvited.” Requests come in as a result of our publications, or a faculty
workshop or simply by word of mouth. Qur Instructional Development Fund
has been a rather importagt means for encouraging faculty to seek our ser-
vices. Very few teaching units on the campus are budgeted to support in-
structional experimentation.

D. T think the center has had an impact on the U-M [aculty. The list of
instructional projects is impressive, and they have been instrumental in
bringing about relatively permanent changes in a large number of depari-
ments. The faculty seems to accept the center. They attend our faculty
workshops and seminars; they request extra copies of the “Memo" reports
and make [requent telephone calls regarding specific instructional programs.
The center has worked with ncarly every department in the university.
Currently. it is being considered as the prime U-M outlet for computer
support in education. The budget squeeze may delay this action, but it in-
dicates respect for the work of the center and our leadership in the technical
aspects of instruction. ‘

E. No formal evaluations have been made of the work of the center.
However, we are visible and receive continuous leedback as to the kinds of
things that we do that are accepted, ignored, or are rejected.

1V. Problems

-A. Basically our problem is one of learning how to function as a catalytic
(change) agent without becoming a crutch for any given teacher or depart-
ment. We continually ask the question: how doe¢s a small unit influence a
large university with respect to something as complicated and as ego-involved
as classroom instruction? By way of solution we feel that our next staff ap-
pointment should be with specialists in (he area of organizational psychology
or group dynamics, or interpersonal relations.
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EDUCATIONAL DEVELOPMENT PROGRAM

Michigan State University

Robert H, Davis, Charles F. Schuller
Stephen L. Yelon, and Lawrence T. Alexander

1. Background and Insti utional Climate

A - B, Historical Development,

One important cornerstone for the MSU Instructional Development
Program was laid in 1952 with the establishment of the institution’s first
Audiovisual Center. This center was somewhat unique in two respects. The
first was that it was established on the basis of several institution-wide faculty
committees’ recommendations over a three-year period; thus it came into
existence in response to needs indicated by the faculty rather than the ad-
ministration. The second unique feature was that, unlike many such centers
of that day, its functions extended beyond routine provisions of audiovisual
services to an underlying goal of improving campus instruction.

The latter philosophy is particularly important in relation to later
development of the Instructional Development Service. It was reflected in
the fact that as the center expanded, new staff members were brought into
key positions on the basis primarily of being good educators as well as
specialists in one or more areas of instructional media. All had had successful
teaching experience, and thus were able 10 relate effectively with faculty
having an interest in improved instruction as well as in using media; many
faculty who came in for routine service, in fact, found themselves receiving
added instractional assistance at a professional level. This relationship was
aided by the fact that although the center itsell was administered through a
Division of University Services, its principal staff members all carried faculty
rank and taught in the College of Education.

Before the end of 1950's, every university academic department was
making use of AVC services. There were approximately 200 who were em-
ploying films and other media in effective and fairly sophisticated ways. The -
latter transition to instructional system design (incorporating media where
appropriate) was thus made somewhal more easily than might otherwise have
been the case. A USOE grant to the center for a project in Instructional
Systems Design (1962-66) was a further factor in that it involved several
departments on this campus (as well as three other institutions) and provided
valuable experience and insights for the center staff.

Concomitant Factors

During the late 1950's, other and more powerful forces were also at work,
Many college and university presidents were warning their faculiies and
constituencies of the heavy enrollment increases ahead; a few, like President
Johu A. Hannah of MSU foresaw that the flow of dollars into higher
education would not keep pace with increased enrollment demands. In a
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state of the dunversity address ur 1901, wath prior approsal of the board of
trustees, he aunounced that speciat Tunds would be sec aaide s the univernsity
budget to be allovated to those departments undertahing new and improved
means tncliding agtong others, the use of lcchnolugy) of cdarryitig on their
instructional programs.

Ataboul the same tine, (he provost of the university named a umur\ﬂ)
wide commuttee representative ol wll colleges and instructional services to
study and make seconumendations concerning optimum organization and
curployaient of learning resources in the university. The work of that cont-
mitlee over a year's time resulted in recommendations far (1) a central ageney
to coordinate all tearning resources of the university and (2) a suitable
structure to house the ceater and facilitate its services to the faculty, In
addition, the commiltee put cu o faculty conference on New Instructional
Resources for Higher Education. 'This three-day conference, held from 4:00-
9:00 pam,, attracted some 700 faculty members interested in observing and
learning about new instructional materials and techniques.

The university was unsuccessful in sccuring external support for the
proposed communications center -but did receive a Ford Foundation grant of
$440.000 in {963 to establish an Educational Development Program and
named Dr. John Dietrich. then chairman of the Department of Speech, to
head up the new progrant. Significantly, EDP was set up directly in the Office
of the Provost, the highest aeedemic office of the university, rather than in a
college or a lesser central admisistrative level, And it was that office from
which emanated  the im\ruuional Development  Service  which  was
established in 1964, One of the early acts of the new director was 1o combine
the university's Closed Circuit Television and Audiovisual Center operations
into a new Instruconal Media Center and to establish a new offlice of
Learning Serstce under the direction of Dr. Robert Davis.

Thus. through a variety of forces was a climate established in which in-
structional development as we know it could take root and grow, The
leadership of the president and the administration, the work of many facully
committees and the cooperation of the wvniversity faculty organizalion,
coupled with the presence of an active audiovisual program with exceptional
relationships with large segments of the faculty, were major internal forces
which enabled the university to respond positively and constructively to the
increasingly severe external pressures to which higher institutions everywhere
have been subjected since the late 1950's.

C. There are three institutionalized procedures for recognizing and
providing visibility to good instruction at MSU. First, faculty awards for
teaching. There are three such awards: a Distinguished Faculty Award is

- presented to staff members who have had at least five years of service at
Michigan State University; a Teacher-Scholar Award, limited to instructors
or assistant professors with fewer than five years of service; and an Ex-
cellence-in-Teaching Award, presented to graduate teaching assistants,
Second, the Instructional Development Service publishes EDP Reports
describing innovative instructional projects. The faculty member who
conducts the project is recognized as the principal author. Third, descriptions
of innovative instructional projects are published in the university-wide
Facully News.
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Il. Structure and Function

A, Purpose, Goals and Objectlves

The long-range purpose of the LEducational Development Program is the
development and implententation of a set of cducational principles and
procedures at Michigan State University which will be developed and ap-
proved by the general faculty and which will preserve and improve un-
dergraduate education.

To accomplish this purpose, six goals or objectives have been formulated:
{1) To identify major problems in the areas of the curriculum, the learning-
teaching process, and the utilization of faculty, financial and physical
resources. (2) To stimulate and conduct research which will suggest solutions
to identified problems. (3) To undertake projects and studies which give
promise of improving both the quatlity and the efficiency of the un-
dergraduate program. (4) To support and provide service to groups interested
in experimentation with new procedures and methods in learning and
teaching. (5) To facilitate implementation of faculty- and administration-
approved solutions to problemis. (6) To identify and communicate progress in
research. experimentation, and implementation. The goals and objectives of
this agency have not varied since its inception.

B. Adminisirative Location

The Educational Development Program and its adjunct agencies, the
Instructional Development Service, are administratively attached to the
Office of the Provost, the highest academic officer of the university. The EDP
office does not duplicate any organization or capability alrcady present in the
university.

There are several advantages for this central location. First, it provides the
best overview of academic problems. Sooner or later almost all problems pass
over the desk of the provost. In this location the director of the program has
regukar contact with the chief academic officer.

Second, a central administrative location gives ready access to key faculty
committees. Many ol the problems the program is asked to help solve arise in
faculty policy and curriculum committees. By serving on these committees,
the director gains better understanding of the faculty point of view, and,
perhaps more important, the faculty develops confidence that the director
understands their point of view.

Third. not being located in any particular college provides university-wide
access to instructional development services. Faculty members from all
colleges feel free to use the service. And finally, the Office of the Provost
provides a channel for wide dissemination of instructional development
information.

‘T'he major disadvantage of the central location of EDP is that instructional
innovations cannot be implemented without additional administrative
consullation. Institutionalizing a new idea in a course or curriculum requires
the approval and support of the department chairman and the collegiate
dean.

O
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€. Physicel Plant

1. Learning Service. The Learning Service staff occupies a suite consisting
ol three offices and a conference roont. The offices are used for discussion
and consultation with individual facuity members: the conference room is
used for small group meetings, The Learning Service maintains and operates
an instructional laboratory called “The Experimental Classroom Facility.”
The L\huramr) consists of a classroom, a carrel room, and a control room.
This facility is available for use by all facully for mstruclzonal research or
development pm;cus

‘The laboratory is equipped with cumplete audto aad video rcgordmg
equipment, including two video caweras, one video camera located in the
cuntrol roeny; the other, located 1o the classroom, s remotely controllable
from the control roont. The control room is also equipped with a special
effects generator. permitting split-screen recording, four video-tape recor-
ders, and a video-tape editor. In addition, three complete portable video
recording systems are available.

The carrel room is nsed by facully members in developing and testing
individualized instruction units, In the carrel room are seven instructional
casrels, each fully equipped with carrousel slide projectors, audio-tape
playback units, single-concept morvie projectors, and TV monitors.

The offices of the Learning Service and ECF are located in the centrdl part
of the campus casily available to most of the faculty.

2, The physical plant of the instructional media center includes 20.000 square
feet with CCTV having 5400 square feet; IMC/AV, 10,500; Linton Hall,
2,400; and Central Services Building (film library, shipping and receiving, and
storage), 1.830. There s a total of twenty-one offices, four studios (film,
graphics, CCTV, audio}, an editing room, a shop (graphics), an equipment
room (projection, tape, and PA), six trucks—radio-equipped. and a main-
tenance and repair room.

The Instructional Media Center is housed in several buildings on South
Campus with main offices in a relatively new building. The CCTV Division is
housed in the College of Education building, though there is no ad-
ministrative relationship to the college. Advaanced graduate students and
special project facilities ate located in Linton Hall on North Campus.

The IMC has some 4,000 items of equipment for which it is responsible,
including all types of projection. recording, CCTV, and public address
cquipment and production ¢quipment and facilities for still and sound motion
pictures, for audio recording.for graphics and for live and videotaped in-
structional television. CCTV has three locations from which programs can
originate and some 140 classrooms to which programs are distributed over
eleven channels and eight two-inch helical scan videotape units. Portable
project, sound, public address. and other classroom media equipment and
films are made available anywhere on campus. Such equipment is distributed
from storage points within classroom buildings and from a central pool via
radio equipped trucks.
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Y. The Evaluation Services are housed in offices and laboratories in a
building in the central part of the campus. The Evaluation Services operate.
computer and auxiliary equipment for test scoring. These services are
available 1o all faculty in the university,

D. Funding

I, The Learning Sersice budget is part of the provost’s budget. No outside
funds are required. but vutside grants to support research may be solicited.
The budget of Learning Service is $56,500. Eighty-five percent of this is for
salaries: 1) percent for supplies and services; and 2 percent for labor and
equipment, '

2, ‘fThe Instructional Media Center Budget includes one million dollars for
salaries, labor, supplies, services, equipment. T'wo-thirds of this is general
fund and one-third is revolving. Salaries have increased graduvally, labor has
had some increases, but supplies, services, and equipment allocations have
not increased in the last five years.

E. Internal Qrganization and Staff

The Educational Development Program consists of a directorate and three
ancillary instructional development agencies: the Instructional Media Center,
the Learning Service, and the Evaluation Services.

The organizational structure of the Lducational Development Program is
shown in the following chart:

Provosi
John Cantlon

1

Assistan( Provost
Director
E dmauonal Development Service
Robert H, Davis .

EDP | 1 ;1 IDS
Educatianal Instructional
Developnient Development
Program Service
Y - -
LS IMC ~. ES
{earning Instructional Evaluation
Service Media Center Services
L.T. Alexander C.F. Schuller W. Warrington

‘Ihis structure permits independent and cooperative functioning among the
agencies, Each of the instructional development services provides a different
function for the faculty. However, they all cooperate in order (o assist faculty
in an instructional development project. This cooperative functioning is
]:lilcnated by the Educational Development Program directorate.

1



The Edacational Development Program directorgte operates with a staff
consisting of a director, an iistructional development specialist, and
secretary. Beyond this small core stalf, EDP depends on the three agencies lo
provide necessary vonsultative and support services for the planning and
implementation of faculty-conducted projects, Two of these three agencies,
Learnmg Sersice and the Instructional Media Center, are collectively entitted
the Instructional Development Service (1DS) Although Evaluation Services
does oot report directly to DS, it represents a significant campus-wide
resource for instructional improsement. ,

While not & part of the EDI-IDS organization, the Office of Institutional
Research supplies important assistance in the development and setvicing of
EDP projects, That office conducts continning studies on the internal
operations of Michigan State Upiversity and is a valuable source both of
information and counsel.

The Learning Service consults with any department or {aculty member on
any problem refating to learning or instruction. [t brings to bear current
knowledge regarding varisbles whiclt influence the learning process {e.g.,
motivational factors, individuat differences in learning styles, and student
attitudes and vadues) and assists in the design of instructional procedures that
make use of all appropriate media and retevant techniques.

The Learning Service also assists in Wdentifying critical areas where in-
structional  or curricular innovations might produce the greatest im-
provement, amd it adds in the development, implementation, and testing of
few instructional equipment or procedures. It serves EDP projects through
consultation with faculty members who are interested in defining course
objectives, specifying require:l behaviors, cxploring new teaching techniques,
or relating test results to teaching practices.

Learuing Service consivts of two professional staff members, one technical
assistant, and 1wo sécretaries. Both professionals have been trained as
psychologists, one primarily experimental, the other as an educational
psychologist. The technical assistant, who is the director of the Experimental
Classroom Facility, is a graduate student in educational psychology.

There has been essentially no turnover in professional staff. The average
turnover for the technical assistant is about one year and six months. The
average turnover in secretarial help is about one year.

Additional graduate student help is hired as required for research and
development projects. In-setvice training on experimental design and
research skills is given only as needed.

Undergraduate students are only hired as experimental subjects.

The nstructional Media Center-is responsible for the coordination and
development of instructional applications of audiovisual media, including
closed circuit felevision and the improvement, through research and
development, of programs and materials designed for instructional purposes.
It serves EDP projects through consultation on and production of in-
structional media and materials as well as design of learning environments,
The Instructional Media Center includes twelve professional and sixty-five
non-professional personunel.

Evaluation Services serve teaching departments in the evalvation of
student and faculty performance and the improvement of course
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examinations. It serves EDP projects through consultation on evaluation
design and analysis of evaluation data,

. Relations with Other Academle Units

Because the Learning Service and the Instructional Media Center are
focated for administrative purposes in the Office of the Provost, they are
administratively independent of any college or academic department.
However, the individual professional staff members have joint appointments
with the departments of Psychology and Educational Psychology, Curriculum
and Secondary Education, and Administrtion and Higher Education and
teach courses in those departments.

A substantial graduate professional program in Instructional Development
and Technology is conducted through the College of Education by the IMC
staff. .

The Learning Service staff members consnlt with academic departments on
curriculum development and graduate student training. They also conduct
research on questions dealing with administrative policy decisions.

LHE  Activitles
A, Hime

The Educational Development Program functions on a project base in
much the same manner as other funding agencies. An operating budget fron
the university general budget is allocated to support projects submitted by
faculty members. Projects may involve curricular change, course revision,
modification of instructional procedures, or review of college department
operating procedures.

Normally a faculty member works with consultants from the Learning
Service, Evaluation Services, and Instructional Media Center in the
development of a proposal. After approval by the appropriate department
chairman and coliege dean. the proposal is submitted to the EDP office for
evaluation and review. If questions arise, suitable faculty experts discuss the
proposal with the submitting individual or group.

As shown in the following table, cach of the Instructional Development
Services devetes different proportions of time to administrative, teaching, R
& D, and service activities.

Percentage of Time Devoted to Different Activites

Learning Evaluation
Service iMC Services | Directorate
Administrative 5 7 15 ) 95
Teaching 20 25 50 —
R&D 25 10 25 —_
Sernvice 50 S0 20 S

O
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Activity priorities are determined by the separate missions of the different
agencies, and vach has considerable freedom to estabish these priorities. For
example, the Learning Service develops and presents courses, seminars, and
workshops when the need is recognized. Generaily, the major limitation ot
further extension of activity in any one area is usually due to limited funds
which restricts the hiring of new personnel.

1. Courses Offered

The Learning Service swaff offers courses in instructional design and
technology, seminars in simulation and instructionad games. and workshops in
the systems approach 1o instruction. Students in these classes include
primarily some university and school administrators and university faculty.
Some graduate and undergraduate studenis from all academic fields also
attend,

These courses result in the application of instructional design and systems
approach by our students to their own teaching, In addition, various guides,
manuals, and instructional raaterials are developed and are of general use.

The lnstructional Media Center staff offer courses and seminars in the
Curricvlum and Secondary Education and Television and Radio Departments
dealing with audiovisual media, the design of graphics for instructional
development, photography, cinematography, the administration of in-
structuional development and technology programs, programed instruction,
instructional television, simulticn and tab experience—and they also run
institutes in Instructional Development and Technology for university faculty
and public school personnel. ‘Fhe target population is primarily graduates in
the Collge of Education though participants come from a wide variety of
academic fields.

The FEvaluation Services ofler courses in  cducational tests and
measuremensts to graduates and undergraduates in the College of Education.,

2. R &D Project Arcas

R & D projects through the instructional Media Center derive from three
principal sources: (a) doctoral dissertations from candidates in the In-
structional Development and Technology Professional Program (some fifty
full-time Ph,D. candidates are currently on campus); (b) from outside [unded
projects, both domestic and international; and (c) from internal operational
studies and evaluations of the media components of Instructional
Development projects.

Under {a) the range is extensive with some thirty-nine candidates having
completed their Ph.D.s 1o this point in the program, Representative outside
funded programs include: a five-year project involving four institulions in
Instructional Systems Development: a Demonstration und Evaluation
Project: a Procedural and Cost Analysis Study of Media in Instructional
Systems Development; a four-year Single Concept Film Clip Project; two
Institutes for Elementary and Secondary Coordinators of Media Programs,
summers of 1965-66; s Higher Education Institute for Advanced Study in
Educational Media Applications for Culturally Deprived Programs, a July-
September, 1967; a4 Follow-up Conference in the 1967 Institute, 1968; two
academic year (1967-69) Institutes in Faculty Development under Title VI-B
of the H.E. Actfor Faculty from MSU and surrounding inslitutions,
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The IMC is currently headguartess for a nutional project designed to train
teams of educators in Instructional Development principles and procedures
in school systems across the United States. The project is aimed particularly
at school systems having large, disadvantaged populations, limited resources,
and a real desire to find solutions to their instructional problems.

Internal operation studies have resulted in a new pattern of organization
and administration of the center; a change in emphasis in the center film
library; a revised professional program in instructional development and
technotogy: and the establishment of an R & D section within the IMC
organization,

For the Learning Service, research and development projects arise in
response to questions raised by the administration and instructional problems
of the faculty, An attempt is made 10 utilize faculty instructional development
projects to test innovative instructional procedures. The courses taught by
Learning Service staff personaet also reflect manifest needs and requests of
the faculty. Service activities are conducted on request of the faculty and
other agencies in the surrounding community.

The R & D project areas for the Learning Service are: (a) an empirical
investigation of the elfect of instructional objectives on the learning efl-
fecliveness of college students; (b} a study of the elfectiveness of TV lectures
and the attitudes of students toward this method of instruction; {(c) the
development of a training program for graduate teaching assistants: {d) an
investigation of communication links among administration, faculty, and
students at the university; {e) the development of new methods by which
instructors may obtain feedback from students regarding their teaching
(Student Instructor Form): (f) the development of individualized instruction
through multi-media learning units,

The R & D work at Learning Service has resulted in books, papers
preseated, journal articles, and programs such as the Graduate Teaching-
Assistant Training Program.

3. Service Projects. Representative services of the Instructional Media
Center include: (a) media equipment, operator, and CCTV services to all
regular classroom instruction without charge; (b) the maintenance and repair
of all related equipment on campus; (c) consultation with faculty on in-
structional needs, particularly when these relate to instructional technology;
(d) production of all types of photographic, film, television graphics and

- reated instructional materials; (e) consultation on building new or modifying
old” classroom  facilities to accommodate instructional technology;, (f)
teaching of courses, advisement of graduate students, and related respon-
sibilities for the program in Instructional Development and Technology; (g)
conducting demonstrations, institute workshops, seminars, etc. in in-
structional development technology for interested groups of faculty and
organizations here and around the couniry,

The service activities of the Learning Sérvice are: (a) consulting with in-
dividual faculty members on instructional procedures; (b) assisting faculty
members to conuuct projects in the Experimental Classroom Facility; (¢)
publishing and distributing to faculty papers discussing new approaches (o
instruction; (d) assisting faculty to devetup and test ntore effective in-
structional procedures; (e) presenting lectures, seminars. and workshops at
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schools, calleges, hospitals, and other social agencies in the surrounding
vommunity, ‘

Fhe sersice prosided by Learning Service has resolted in over 100 in-
structional improvement projects in over thirty-five academic departments.
8. Origination and Output of Project

Che activities of all the component agencies in the  Instructional
Developnient Service origindate in @ combination of the interests of the in-
dividual staft members and the instructional needs of the university faculty
community.

Fwo types of tformation ate disseminated thronghout the University and
to interested facully members in other universities. The first is a publication
called "EDP Repores”™ which describes projects conducted by faculty at MSU,
The second is a publication called "EDP Comments” which contains
discussions on new approaches to instruction,

The information thus dissenrinated has generated a recognition of the need
for instructional development on campus and increasing acceptlance of the
services provided by the Educati mal Development Program.

Most important sources {for new information are: professional meetings,
professional  journals, informal association with colleagues at other
universities and within this university, and from student questions., New ideas
are generated and stimulated mainly by instructional problems experienced
by faculty members. New itdeas are acted upon by instituting research
progeams and new courses.

C. Users ,

EDP sernvices are used mainly by faculty. There are three ways that faculty
go about inittating contact with the Instructional Developnient Services,
First, they are referred from the Hducational Development Program direc-
torate when they have applied for an EDP grant, Second, many faculty are
referred by other faculty members. Third, many faculty members seek in-
dividual consultation on their own, usualty because they have participated in
our seminars or workshops or have read about Learning Service in the EDP
Reports and EDP Comments. '

in the Educational Development Program, four general criteria have been
established against which all proposals are evaluated. These are, first, the
number of studeats affected. In general, the Educational Development
Progrant is concerned with those courses and Jepartments which serve the
fargest number of students. Second. the project must evidence an ex-
perintenital or innovative approach to curriculum or instruction, EDP does
not seek to promulgate traditional procedures, but instead secks new and
improved methods of solving instructionat problems, Third, the project must
seem  potentially applicable to other academic areas in the university,
Projects which are so specific and narrow as to have little generalizability to
other units of the university are gencrally refused. Fourth, the project must
possess the capability for cvaluation. Procedures for evaluation are built into
all projects and faculty are required to submit final reports describing project
outconies.

After approval, projects are typically supported by EDP through their
experimental phase or unti